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Foreword

This menual was prepared as s summary of administrstive, organizational, and
operating experiences from several pilot plant programs. It is intended as a gulde
for all technical personnel in the pilot plant to help them bridge the gap between
the neophyte stage and the time when they become fully trained pilot plant engineers
or chemists. .

In order to lend cohesiveness to this manual, a typicel pilot plant program,
the organization and operation of the Thorex Pilot Plant, was chosen as a model. How-
ever, the writer has also borrowed heavily from other programs, principally the Purex
and Test Facllity programs. Most of the information summarized in this manual is
based on undocumented letters, notes, and memoranda in the files of the Chief of the
Pilot FPlant Section. Where references have been documented, they are listed in the
Bibliography.

Several. persons contributed to this menual by describing their duties and
responsibilities as members of pilot plant or other groups. The contributors were:

Jd. L. Gory - Shift Supervision
H. B. Graham - Budgeting

L, J. King - Communications

C. E. Lamb ~ Analytical Services
W. T. McDuffee - Data Group

J« Re Parrott - Operating Group
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1.0 INTRODUCTION

A pllot plant is one step in the orderly plan of chemical process development.
The usual function of the pilot plant is to bring out problems arising from the in-
‘tegration of all phases of the process and to obtaein adequai(e quantitative data for
the design and operation of an economical production plant. 2:) In addition to being
8 development facility, a pilot plant is a small scale production plant and has many
of the characteristics of a production plant.

1.1 Objectives of Pilot Plant Prog'aﬁs(;)

Development programs in an ORNL pilot DPlant should accomplish the following
primary objectives:

1. Confirm the feasibility of the proposed process.

2. Obtain quantitstive engineering data necessary for the design.and
operation of & production plant.

3. Provide quantities of the product for large scale evaluation at
other sites.

4, Bring out chemical and engineering problems which were not recognized
in smaller scale development work.

1.2 Growth of a Pilot Plant

All programs that culminate in a pilot plant go through seven steps of pilot

plant growth:

1. Administrative planaing

2. Assigmment of an engineer to follow the design of the plant.

3. Construction of the plant.

Lk, Testing and shakedown.

5. Operation of the plant.

6. Shutdown and dismantling.

T. Final reporting.
The growth of the pllot plant group assigned to each program follows this same
prattern, reaching its largest size during shakedown and operation.

A pilot plant usually costs from $200,000 to $1,500,00 for construction and
from $500,000 to $2,000,000 per year to operate. It is usually operated for one
to two years primarily as a research unit » and for a longer period if the Atomic
Energy Commission requires an additional production facility.

After the administrative plamning step, a Problem Leader is usually given
the responsibility and authority (under the supervision of the Section Chief) for
the execution of the program through the remaining six steps. The Problem Ieader
is assigned pilot plant technical and operating personmnel as required. It is the
responsibility of the Problem Leader to organize his group and to delegate respon-
sibilities, authority, and duties to the members of his group.

1.3 Typical Organization for a Pilot Plant Program

A typical organization for = Ppilot plant program is made up of a Problem
ILeader, an operations group baving four rotating shifts.(a sbift supervisor and
two or more operators per shift), a dats anslysis group, and an engineering group.
Depending on the size of the pilot plant » five to twenty engineers and chemists
and ten to twenty operators are required to staff the group.




-8-

2.0 PLANNING AND CONSTRUCTION OF A PILOT PLANT

Exclusive of laboratory, unit operations, and design studies, which may be
made for several years before a pilot plant is planned for construction, the actual
planning for a pilot plant begins from one to three years bhefore construction is
begun. A great deal of administrative (money and manpover budgeting, securing
approvals from laboratory management and the Atomic Energy Commission, ete.) and
technical (chemical and equipment flowsheets, equipment and piping drawings, con-
struction schedules, etc.) planning is required before construction is begun.

At this stage of planmning, a Problem leader usually will be selected for the
program. Often, the Problem Ieader will be loaned to the Process Design Section
or the Chemical Development Section to become well-versed in the chemical and
equipment flowsheets. He will be a representative for the Pilot Plant Section on
the Problem Ieader's Planning Committee, which is comprised of a Problem leader
from each section and other persons who have particular knowledge useful to the
committee. The Problem leader works under the direction of the Section Chief and
the Prgject leader (either the Associate Division Director or one of the Section
Chiefs). :

2.1 Administrative Planning

2
2.1.1 Responsibilities of Problem Leaders(z)

The responsibilities and authority which Problem Ieaders should assume for
their problem are essentisglly those which would normally be assumed by the Section
Chief if there was only one problem in the Pilot Plant Section. The Problem Leader
should assume full initiative for all technical and administrative phases of his
problem (i. e., he should proceed as if the Section Chief were to give him little
over-all guidance or assistance). The Problem leader should act as an Associate
Section Chief; that is, the Problem Ieader can plan the program of his group, can
speak for the Section Chief, and can commit his section To certain courses of
action with a very high probability that the Section Chief will be in complete
agreement with the action taken. _

The Problem ILeader should have the same grasp of the over-all technical and
administrative feabures of the problem (including chemistry, unit operations, and
design) as he would be expected to have if he were director of the entire project
for the Chemical Technology Division. In some cases he must assume initiative for
division-wide leadership, even though he is not specifically charged with this
responsibility.

The Section Chief should be kept well informed on all significent developments
and decisions, especially where other sections are concerned. Any matter on which
an exception to company policy appears to be desirable should he referred to the
Section Chief.

2.1.2 The Committee System for Program Planning(i)

The organization for accomplishing development programs in the Division is
as follows: The division director has personal responsibility for the successful
progress of each of the division programs. BHe (assisted by a Project Leader) must
frequently review in detail the status (technical objectives, progress, budget,
schedules) of each project to determine if satisfactory progress is being made.
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Each Section Chief is automatically delegated the i'esponsibili'by for an area of
development: chemical development, unit operations, pilot plant or process design.
Problem Ieaders are appointed by the Section Chiefs for each development program
and are delegated the authority and responsibility for the prosecution of the prob-
lem in their section.

One of the most important responsibilities of a Section Chief is the coordina-
tion of his section's work with that of other sections. Most of the responsibility
for this coordination is delegated to the Problem leader, and the "Committee System"
is the orgenizational technigue used by the Problem Ieader to effect the coordina-
tlon. The "Committee System” in action is a meeting of Problem leaders, acting as
Associate Section Chiefs for their problem, each Problem Ieader having the objecs-
tive of presenting the status of work in his section, outlining the information
required from other sections, soliciting and offering constructive criticism, ask-
ing for and giving schedules and deadlines for required information, and pushing for
Jjoint decisions or mutual agreements required for the intelligent conduct of the
work in his own section.

2.1.3 Project leader (-1-"-)

The Associate Division Director or one of the Section Chiefs is designated
as Project Leader for each of the major programs in the Division. The Project
leader is responsible for establishing Division objectives s Schedules, and budgets;
he coordinates the work of the sections, and he makes:decisions for efficient con-
duct of the over-all program.

This feature of project organization supplements the Division Director - Section
Chief relationship. The section structure is unchanged; Section Chiefs have tech-
nicel and administrative responsibility for their sections.

2.2 Information Required for Technical Pla.nning(-J;)

The cost of building and operating a pilot plant depends largely on the ade-
quacy of the chemical, equipment, and design information which should be avail-
able at the start of the pilot plant program. In order to reduce the pilot plant
construction cost to a minimum and to shorten the time required for the pilot plant
brogram, some fundamental information must be available. There are many occasions
when it might appear necessary to proceed with pilot plant development without
some of the fundamental information, but in each case the increased cost of the
over-all development program should be realized, and the possible increase in time
required for the over-all development program should be considered.

2.2,1 Chemical Information

2.2,11 Chemical Flowsheet

The chemical flowsheet should be complete, including feed preparation, waste
treatment, recovery of recycle streams (such as solvent), and preparation of all
solutions entering the process. ILoss data for each waste stream and decontamina-
tion factors for each product stream should be accurately known and should be given
in the chemical flowsheet. The product specifications should be established; sav-
ings in excess of one-half million dollars will be realized for each ma.jor pilot
plant development program in which product specifications can be met without the
need for revisions of the original chemical flowsheet. '

A TR Ty e T s ey Ay Y v T e e s RS w xR e A 3 Ay ATy e e oA - v e~ PR R
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Information is needed which gives the detailed bhackground of the flowsheet
conditions; this information should present all data required for pilot plant per-
sonnel to understand and to defend the chemical flowsheet, particularly those por-
tions of the flowsheet which might be exceptionally difficult or costly to operate.

2.2.12 Flowsheet Specifications

Quantitative data are required on the effect of variations from flowsheet
conditions. The following information is needed for each stream composition and
flow ratio:

1. Limits within which no significant chemical effect could be ob-
served.

2. Limits within which the flowsheet performance would be satisfactory.

3. Quantitative comments on the effect of permitting certain varia-
bles to be out of specification.

2.2.2 Mterials Information

A knovledge of the properties and specifications of all chemicals used in the
process are required. Detailed specifications for the product streams are needed.

2.,2.3 Analytical Information

Analytical methods for all chemicals which affect the process are required.
Simplified production control methods should be available in addition to research
type methods which are required for mich of the pilot plant program.

2.2.4 Equipment Information

New types of equipment and instrumentation to be used in the pilot plant
should be designed on the basis of thorough unit operations development and demon-
stration, and satisfactory operation in the pilot plant without equipment modifi-
cation should be assured. Reports are needed which cover details of the equipment
development program, including informstion which indicates that scaleup is feasible
and which lists the scaleup data required for the pilot plant. Data are needed on
expected equipment performance characteristics and probable corrosion rates over
a wide range of operating conditions. Operating instructions for the equipment
and technical assistance during startup are required.

2.2.5 Design Information

2.2.51 Preliminary Production Plant Design

Before the pilot plant is engineered and built, the production plant should
be carefully visualized and a considerable amount of tentative design work com-
pleted. Preliminary design should include a study of required plant capacity,
the calculation of required nuclear data, the preparation of process and equip-
ment flowsheets, the development of heat, activity, and material balances, an esti-
mate of the amalytical requirements, the preparation of tentative specifications
for equipment and materials, the preliminary sizing and design of all msjor items
of equipment, a shielding analysis, the drawing of preliminary plant and equipment
layouts, and the preparation of cost estimates. Provisions for testing equipment,
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emergency shutdowns, reduced throughput, recovery of valusble materials, recycle
of certain streams, and other operations cut of the ordinsry must all be taken
into account in the preliminary design. One reason for preparing a tentative de-
sign of the large plant is to determine what information is needed from the pilot
plant. A formgl report covering in detail the preliminary prodnction plant des:v.gn
is required by the pilot plant.

2.2:.52 Pilot Plant Design

8. Plant design information to be obtained in the pilot plant. It is usually
Impossible to cover every phase completely at the pilot plant stage and thus re-
move every element of chance in the final production unit. A selection has to be
mede between the phases to be emphasized and those lesser phases which can be safely
left to comppnent equipment development, previous analogous experience, and intelli-
gent estimate. A list should he prepared of those phases which will be covered
in the pilot plant and for which detailed data will be required. A second list
should be prepared covering items in the pilot plant from which performence data
will not be required for the design of the production plant.

b. Required pilot plant design data. The design group should furnish material
helance and equipment flowsheets, copies of purchase requisitions, detailed drawings
of items requiring shop febrication, manpower estimates, cost estimates, equip-
ment lists, equipment manuals, and other drawings or job lists necessary for field
fabrication, A detailed list of data to be obtained on each piece of equipment
should be furnished. The assistance of at least one member of the design group
will be required in the field during construction.

2.3 ConS'trchion

2.3.1 Responsibility for Comstruction

The responsibility for organizing end supervising a pilot plant construetion
program mey be delegated to either the Design Section or the Pilot Plant Section
depending on the availability of technical manpower and the qualifications of the
engineers in the segtions. The engineer who acts as liaison between the Chemical
Technology Division and the Engineering and Maintenance Division during construc-
tion must not only have considerable knowledge of the process and egquipment to be
installed, but mmst also have had some previous. construction experience, for in
this key job thousands of dollars can be wasted though inexperience and lack of
knowledge, and construction schedules can he spriously delayed through popor coor-
dingtion and Insufficient planning.

Usually, the liaison engineer is selec'.'ted by agreement between the Design
and Pilot Plant Sections. When the Design Section is responsible for construction;
design people who designed and followed construction of the plant are subseguegntly
transferred 4o the pillot plant on a full time, long term basis for tasting, start-
up, and extended initial operation of the new pilot plant.’

2,3.2 Prapara:b:.on of a Comstruction Pla.nm.ng Sq::h:ad.u.‘!.e.(5 )

When a project enters the construction phase, the Chemica.l Technology Division
and the Engineering and Mginbenance Division agree on a completion date that every-
one will do their best to meet. However, the schedule must teke realistic cogni-
zance of the routine and emergency maintenance responsibilities of the Engineer-
ing and Meintenance Division, the need for economical distribution of crafis, and
the availapility of craft manpower.
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In order for the Engineering and Maintenance Division to prepare a construc-
tion planning schedule, the Design Section must provide a complete and detailed
design. Because the design of the Thorex Pilot Plant was less than T0% complete
at the time a construction schedule had to be prepared, a preliminary planning
schedule was prepared by the Chemical Technology Division, and after being reviewed
and modified by the Engineering and Maintenance Division, the schedule was accepted
as binding on both divisions. Inaccuracies in the estimates accompanying the sched-
ule were compensated by varying the craft manpower assigned to the job so that in-
sofar as was possible, the schedule was waintained. Toe Coemical Technology Divi-
sion prepared the schedule in such detail that the progress and status of construc-
tion could be followed on a week-to-week basis.

In order to construct the Thorex Pilot Plant efficiently and economically,
the area engineer and the area foreman (from the Engineering and Maintenance Divi-
sion) had no duties other than construction of the pilot plant. Also, the area
foreman was given complete field authority over all crafts assigned to the pro-
Ject in the field (this authority did not include crafitsmen working on the project
in the shops; they continued under the authority of their craft foremen).

v

2.3.3 The Organization of a Construction Program(é)

A report by J. P. Jarvis, "The Organization of a Construction Program" (ORNL
CF 55-3-207), describes in detail how a construction program is planned and effected.
The following is quoted verbatim from the report:

"Plant construction requires an efficient organization versed in planning,
scheduling, and estimating methods to hold the construction cost to & minimum and
to complete the comstruction project on a scheduled date. During the construction
of three units at Oak Ridge National ILaboratory, methods were devised for:

1. Predetermining manpower requirements;

2. Utilizing manpower efficiently by scheduling;

3. Obtaining a cost estimate of construction by a detailed breakdown
of manpower and meterial requirements;

k. Determining the job status throughout the construction periods;
and

5. Estimating a realistic completion date for the job.

"These methods were designed chiefly for jobs costing from 0.5 to 10 million
dollars. The scheduling methods are put into effect after the project design is
60 per cent complete.

"The key to an organized construction project is a detailed schedule. A de-
tailed schedule is composed of a series of breakdowns of the job as follows:

1. The job is divided into geographic areas (such as cell 1, cell 2,
and control room) or functional areas (such as feed preparation,
extraction, and solvent recovery).

2. The areas are broken down into phases of construction, such as
structural, equipment, piping, electrical, and instrumentation.

3. The work required to complete each phase is itemized, such as ex-
cavate for a pump foundation, build forms, pour concrete, set the
pump, and provide power to the pump.

"After completion of the job breakdown, the craft manpower required to com-
DPlete each item is estimated and written on the schedule. The sum of these esti-
mates plus 10 per cent for supervisors, 10 per cent for services (such as track
drivers, crane operators) » and 15-25 per cent for contingencies is the estimated
craft manpower required to complete the job. This manpower estimate is then bro-
ken down by crafts to determine the man-days required by each craft. With this



e Tmaer Ty TR TG AR T et TR e s s wh v e

i

&em
e

-13-

informetion and a knowledge of the number of craftsmen avallable, or the muber
of craftsmen that can be worked on the job efficiently, Schednled starting and com-
pletion dgtes are established for each. item on the schedule. A summary of the
scheduled mpnpower is made and a scheduled cmletion date is estaeblished for the
JObo

"Determining construction progress is simplified by comparing actual progress
to scheduled progress. After the craft menpower regxired to camplete each item
listed on the schedile has been estimated, these. estimates are used as a basis to
determine the craft mampower ahesd and beh:.nd. schedule. The difference between
these is the status of the job in man-days. A check of the estimates can be made

. by a comparison of estimated menpower to actual manpower; and if estimating -errors

are exegessive, an error factor can be determined and the job Status reported accord-
ingly.

"Since the progress of a cons‘bruction job is dependent upon material and equip-
ment deliveries, special attention should be given to .estimgting, ordering, pro-
curing, storing, and issuing of materials and equipment. A purchase status report
and a physical inventqry report should be available to the scheduler as a means
of checking the availability of materials and equipment for scheduled jobs. These
reports also serve as a guide :Ln revising the schedule when necessitated by mater-
ial shortages.”

2.3.4 A Program for Improving Construction Efficiency

During construction of the Thorex Pilot Plant, & meeting was held with main-
‘tenance persomnel each Wednesday morning at 9 a.m.: The long range objectives of
‘these meetings were‘to improve mgintenance service and to reduce maintenance cost.
The immediate objectives of the meetings were:

l. To gain the confidence of maintenance people by teiling them what
was being dong in the pilot plant, why it was being done, and by
gengrally convincing them that the pilot plant approach was reasqon-
ghle. It was necessary to tell how pilot plant work fits into the
Chemical Technology Division and infto the general Atomic Energy
Commission. program. It Was necessayry to convince maintenance per-
sonnel that the very natire of- ‘development work was change (always
modifying, improving); if maintenance persomnel do not understand
changes due to improvements, they feel that many equ:.zment changes
are due to poor engineering, etec. and lose confidence in the pilot
plant.

2.. To convince maintenance personnel that the pilot plant realized
‘the nged for their help, by . réviewing pilot pla.n‘b plans ‘and by
giving maintensnce personnel a chance to criticize these plans.

3. To pass on to maintenance persomel informetion which they needed
for long range scheduling of work. .

The meetings were conducted by the Chief of the Pileot Plamt Section and the
Thorex Pro‘blem Leader. The attendees from the Mechanical Depa.r!ment were: the
lead engineer, the area engineer, the gemeral. field supervisor, and the area super-
visor.

The meetings were held once each week and lasted about 90 mimates. In addi-
tion tp explaining how tpe pilot plant fits into the work of the Chemical Tech-
nology Division and the Atomic Energy Comniissn.on, the background of vgrious pro~
cesses was presented. Chemical flowsheets were explained in language which the

ce personngl could understand, and preliminary equipment flowsheets were
?@r_e “and criticigm and comments Were received :r:rom tbaae personnel before equip-
@am.ngs were gpproved. .
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These meetings were very profitable and the Mechanical Department requested
that this type of program be conducted for other pilot plant programs.

2.4 Testing and Shakedown of Equipment

Prior to operation of a pilot plant, the pilot plant equipment is inspected,
tested, and operated individually and in component groups to determine that the
equipment is installed as designed and will operate as intended. This work is usu-
ally done after the construction group has completed its work except for completing
finishing work such as painting, insulating, and labelling equipment.

Preoperation work is done by the pilot plant group, usually with the assistance
of personnel from the other sections who have designed the equipment.

Prior to testing and shakedown of the Thgrex Pilot Plant, a program for test-
ing and shakedown was written a.n%egublished 1 , and after the program was completed,
an evaluation report was writtendZ/.

3.0 OPERATTION OF A PILOT PLANT

After a newly constructed pilot plant has been tested and the equipment is
ready to be operated, either in units or as an integrated system, the pilot plant
group is organized for operating the plant. The problem leader is responsible for
properly executing the demonstration and development program for which the plant
was built. ’

In recent years the Pilot Plant Section has become engaged in several large
programs at the same time without appreciably increasing its manpower, and as a
result, the number of persons assigned to each program is less than would have been
assigned in former years. However, the basic organization for a pilot plant pro-
gram has not changed significantly---fewer people are assigned to the group.

3.1 General Organization of a Pilot Plant Group

The basic organizstion consists of the Problem Leader as the person respon-
sible to the Section Chief for the conduct of the program. Under the supervision
of the Problem Ieader is an engineering grou;? a data group, a construction and
maintenance engineer, and an operating group _é.) Some pilot plants mey also have
a8 process chemist. In some pilot plants, the construction and maintenance engin-
eer may be a part of the engineering group to handle both process engineering and
maintenance, and the process chemist may be a part of the data group.

Also, for some problems involving newly developed equipment which has not
been tested with radicactivity or on a large scale, engineering assistance may
be assigned to the pilot plant for a few months from the Unit Operations or Process
Design Sections.

A process chemist may be assigned by the Chemical Development Section either
full time to the problem to work as e member of the group, or he may assist the
group as a consultant on & part-time basis.

Although most pilot plants are organized in this manner, there are exceptions.
The Homogeneous Reactor Test (HRT) Chemical Plant will be operated by Chemical
Technology Division personnel, mostly from the Pilot Plant Section, on loan to
the Reactor Experimental Engineering Division and under the direction of the Pro-
Jject leader, who is responsible for both reactor and chemical plant. The pilot
plant engineer, who normally would be the Problem Ieader, in this case has the
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“title of Chemical Plant Coordinator, although most of his duties are the same as
. outlined for a problem lesder. The organization in this case is not as separate
and clear-cut as in most pilot plants, and some of the responsibilities and duties
will be assumed by the over-all HRT organization. Operation of the chemical plant
. will be the responsibility of the HRT shift supervisor.

3.2 The Problem Ieader

The scope of a Problem leader's responsibility has been described in Section
2.0. During the period of planning for a pilot plant, the Problem leader is con=
cerned with the technical aspects of the problem. When the plant is operating,
the Problem Leader takes on many additional duties, such as supervision of several
technical personnel and operators, establishing a radiation control program, and

obtaining analytical and maintenance services. Safety, budgeting, obtaining supp-
lies, reporting data, and conducting meetings are important in his daily work.

3.2.1 Organization During Startup

During startup of a pilot plant, particulerly when there are several unknowns
in the chemical or equipment flowsheet, a daily meeting of all the Problem Leaders
(also some Section Chiefs or other technical personnel who have specialized know-
ledge of the process) can be helpful in getting the plant rumning as quickly as
possible. - )

During startup of the Test Facility, & meeting was held at 9 a.m. each
dey in the Test Facility Problem leader's office. The purpose of the meeting
was to expedite the startup by meking everyone concerned aware of the daily pro-
gress and the problems being encountered.

. The meetings were highly successful. Many good recommendations were received
during the meetings, and many profitaeble supporting investigations were initiated
in the other sections as a result of the meebings.

3.2.2 TFormulstion of a Program

Though the over-all program objectives of any pilot plant are those enumerated
in the Introduction, the immediate and fubure program for a pilot plant must be
glven careful and detailed thought by the Problem Ieader. The Problem Ieader often
hes to adapt his immediate program to the availability of feed materials, to un-
expected process data, to equipment failures, to equipment additions or alterations,
to menpower changes, and to meny other factors that can either delasy or accelerate
the program. Many times, these factors serve to confuse the direction of the prob-
lem, making it imperative for the Problem Leader to recall clearly the over-all
Program plan and to make decisions which are consistent with the long-range objec-
tives.

For budgeting purposes, programs are planned for three fiscal years; for the
‘current year and the next year the manpower and money requirements are planned on
& month-by-month basis. For the third year, the manpower and money requirements

- are shown as annusl totals.

Pilot plants are rarely constructed without plamming for continued growth or

expansion in a three-year period. Additional process cycles may be added, more

- highly irradiated and shorter decayed feed may be processed, the capacity of the
Plant may be increased, or the plant may gradually shift from all development work
to straight production work. If a problem leader is to plan a long-range program
intelligently, he must know the long-range plan of the Pilot Plant Section and
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other sections in the division, because his plans will affect and will be affected
by the plans of these other groups.

3.2.3 Technical Coordination with Other Sections

Just as in the planning stage for a pilot plant when the program is a joint
effort of all sections in the division, the operation of the pilot plant requires
joint effort of all sections, although the primary responsibility for operating
the plant lies with the Pilot Plant Section. Aside from program planning, the
Problem ILeader should commnicate frequently with problem leaders in other sections
to make sure that the supporting work for the pilot plant (laboratory studies s
design work, unit equipment testing, etc.) is being carried out in the best in-
terests of the program and the division. Often, the Problem Ieader will have to
make technical decisions when he does not have sufficient technical information,
or will be faced with a problem which he does not fully understand because of in-
sufficient information, meking it necessary to call on expert assistance from other
sections. The Problem Ieader should remain in close touch with other problem lea-
ders so that the technical effort of the whole division is coordinated and directed
for the best interests of the Iaboratory.

3.2.4 Supervision of Technical Personnel and Operators

One of the most difficult tasks for a new problem leader is to organize his
assigned menpower effectively and to delegate responsibilities and authority to
the technical supervisors. The Problem leader is responsible for the administra-
tion and leadership of all operators assigned to his problem. He is responsible
for their assignments, training, personal development, safety and general well-
being. It should be made obvious to the operators that the Problem Ieader is per-
sonally concerned with their progress and will see that they get a square deal.

The relation of the Problem Ieader to the technical personnel assigned to his
problem is similar to the relation to operators, but is somewhat more technical
and less administrative, depending on the technical person concerned. Matters
such as salary, housing, and future assignments to other processes or problems
must be handled by the Section Chief.

The Problem lLeader should take advantage of all the experience and ability
of the personnel assigned to his problem, and should delegate as much authority
and responsibility as possible. He should let as many of his people as is feas-
ible participate in the formulation of the required policies and decisions, and
should advise all others of the background for the decisions.

3.2.5 Safety

Each Problem leader is responsible for the safety of all persons assigned to
him and is responsible for carrying out a well-organized, effective safety pro-
gram. Although this responsibility may not be delegated by the Problem Leader,
he may make assignments for specific jobs concerning safety as he wishes. BEach
member of the group should attend at least 30 minutes of safety meetings each
month, and the Problem Ieader should send the Section Chief a report of each meet-
ing and the progress of his program.

The enforcement of safety rules where maintenasnce personnel are concerned
is the responsibility of Mechanical Department supervision. The pilot plant should
inform maintenance persomnel of regulations established for pilot plant buildings,
and the pilot plant should not permit maintenance work which is done in flagrant
violation of established safety rules. However, normal safebty practices, such
as the wearing of safety glasses, should be routinely enforced by Mechanical De-
partment supervision.



3.3 Engineering Group

The engineering group consists of a chief engineer and one or more assistant
engineers. In the larger pilot plants, two or three engineers are usually assigned
to the plant until smooth operation is assured, after which only one engineer may
be retained. The remaining engineer may also be in cmrge of small construction
jobs and routine maintenance.

] During the dgsign phase for a pilot plant, an instrument engineer is usually
assigned to work with the design engineers. His ‘job.is to specify the types of
instruments required, their construction and specifications, and to follow through
the purchggg of the instruments. In the pilot piant, the ingtrument engineer works
closely with the engineering and operating groups, being concerned solely with in-
strmnenta:bz.on, and his responsibilities parallel closely those of the engineering
group.

Prior to plant startup, the engineering group is responsible for putting the
plant into operation. If spproves all process:and engineering flowsheets. It
specifies procedures for cleanout and testing of the eg_uipment assists in the
preparation of plant startup procedures, and assists the data group in organizing
data sheets to insure the inclusion of all essential data. The group should also
ingtruet and train the operating group in the proper operation of the equipment.

It should assist the operating group with arocund-the-clock supervision of criti-
cal pileces of equipment if this is felt to be necessary. In addition to the direct
assistance given to plant startup, the engineering group should make & limited (but
intellectual and critical) re-evaluation (over and sbove the work done by the Pro-
cess Design Section) of the pilot plant for cperability and applicability to the
over-gll long-range pilot plant objectives.

If it is found that equipment or piping changes are necessary, the engineer-
ing group should specify the changes, make or gpprove &ll drawings or sketches of
the changes, and should notify the construction and maintenance engineer of the
required modifications. They should also specify changes in operating conditions
‘to improve efficiency, reduce losses, and increase production. The engineering
group should revise the operating or equipment menual as required by the changes.

After the plant is running smoothly, the engineering group has two functions:
service to operations and equipment development.

3.3.1 Servicg to @eré:hions

The engineering group is always on call to the operating group to trouble-
shoot process difficulties, either by advising the shift. supervisor of the correc-
tive action to be taken or by personal abtention (see ‘Séction 3.5.4). Other re-
sponsibilities are to:

l. Specify the equipment conditions for each run and the process and
engineering data to bhe taken during the run for equipment evslua-
tlon, and to approve the sampling schedn}® for the run.

2. Evaluzate equipment performance during each run and write an equip-
ment evaluation report, and assist the datag group in interpreting
data when requested.

3. Provide additional technical coverage on shifts when required,
acting as an assistant to the shift supervisor.

k., Meke special tests Of equipment independently of the operating
group but only under speciel well-coordinated conditions.
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3.3.2 Equipment Development

The development of all techniques and equipment which show promise should
be followed, and consideration should be given to their utilization in the pilot
plant when it sppears that operations could be-simplified or that a contribution
to the field of radiochemical processing could be made. Some of the more impor-
tant functions of process engineering are to:

l. Design the required new equipment, and specify modifications necess-
ary on the existing plant.

2. Make detailed analysis of all critical items of equipment; for in-
stance, analyze each column and its accessories to ensure that press-
ure pot heights, jackleg seals, etc. are adequate for startup,
equilibrium, and shutdown; and re-investigate as necessary with
flowsheet changes.

3. Analyze all engireering data, such as column HETS data and acid
recovery unit performance.

Lk, Prepare a list of operating data required for complete engineer-
ing analysis of equipment performance.

5. Trouble-shoot all major failures of equipment.

6. Prepare general operating instructions for all new types of equip-
ment.

T. Prepare a simplified and schematic equipment flowsheet for the
entire process.

8. Follow development of equipment related to (but not necessarily
eritical to) the pilot plant operations, and investigate the fea-
sibility of installing in noncritical process streams or pilot
plant equipment testing rooms certain types of promising but un-
proven equipment or certain types of proven equipment on which
local experience is lacking.

9. Pollow pertinent activities of the Unit Operations Section.

3.4 Process Chemist and Data Group

3.4.1 Process Chemist

The process chemist for a pilot plant program is usually a person who has
had considerable experience in the chemical development section developing the
chemical flowsheet through laboratory studies. When assigned to the pilot plant,
the process chemist is responsible for all pilot plant matters pertaining to the
chemistry of the process, and his long-range goal should be to make a vigorous
effort to improve all features, including basic features, of the chemical flowsheet.
Working closely with-the problem leader, he should coordinate pilot plant activities
with the Chemical Development Section, informing the problem leader in the Chem-
ical Development Section of any difficulties with process chemistry. He should
keep informed of the progress of long-range laboratory investigations.
A1l pilot plant reporits pertaining to process chemistry are either written
by the chemist or approved by him if written by other pilot plant personnel.
More specifically, the duties and responsibilities of a process chemist are
to:
1. Prescribe the chemical conditions for each run.
2. Assist the Problem Ieader in formulating a long-range program of
runs that is consistent with the over-all objectives of the program.
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‘3. Prepare and distribute the necessary. chemical flowsheets.

4, Prepare a sampling schedule F£or -each rlm, inclnding a listing
of samples to be taken, sample vnlumes, :and analyses required.

5. Ensure that the analytical methods gre adequate and that the pre-
cision of the methods as run in the analytical laboratory are
satisfactory; and make the final decision as ‘to when samples may
be discarded.

6. Ensure that the chemical data are 'being recorded and calculated
in a sabisfactory menner.

For some pilot plant programs, the process chemist was a member of the data
group, calculating and anslyzing date, and for other programs the process chemist
had supervisory status by himself. Each system has its advantages » depending on
the total manpower available, the chemist, and the work load. If the process
chemist is made a part of the data group, he may become engrossed in details and
is apt to lose perspective and spend insufficient time for planning. In another
case, the chemist may not desire to be responsible for meking routine calculations
or tabulatlons of data, preferring %o serve as a technical consultant to the en-
tire group; this type of person would not be suited to a data group. Thirdly,
the pilot plant group may not have sufficient manpower to enjoy a process chemist
as such, and it may be necessary for the chemist to assist the data group. Each
of these situations mst be weighed by the Problem Iead.er before he places the
process chemist in his organization.

3042 Data Group

A deta group usually consists of a chief, one or more data tabulators, and
one or more date analysts. The data ta.btﬂ.a:bors are usually nontechnical personnel
having ong or two years of college +training, while the data’ analysts are technical
personnel,

The data group is primarily responsible for analyzing the chemical results
from process operations » coarrelating the results with prior knowledge, and making
recomgndgtions for process improvements.

The specific responsibilities and duties of a pilot plant data group are to:

l. Formmlate objectives and outline means of achieving them.

2., Assemble all the data incidental 4o a particulsr run or phase of
of the program under consideration; these data remain in the cus-
tody of the data group, and they should provide a.systematic method
of storing and cataloging the data.

3. Evaluate all the data that have been assenbled and,distribute any
information that is of interest as soon as it is assembled and
evaluated.

4., Issue run summaries at the conclusn.on of each run, contribute to
all other periodic. p:.lot plant reports pm"baa.m.ng 10 process eval-
uvation, and issue reports at the conclusion of each phase of the
program or when some special. pro'blem study has been completed;
the data group should ‘study re;po:rbing techniques to improve the
quality of the repor‘ts

5. Maintain up-to-date records for S. S. Accountability and inventory
purposes; these records should show such data as cumlative and
daily losses of valusble materials, a complete description, loca-
tion, and inventory data of all feed and product materials as well
as process materials such as solvent, diluen't, red.uc:l.ng reagent,
eluting reagents, etc. .
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6. Bstablish specifications for finished products and process reagents;
it is necessary to determine whether or not the products from a
given run, conducted under a particular set of conditions, meet
some predetermined specifications; the required purity of the pro-
cess reagents is governed largely by the specifications that have
to be met. )

7. Establish and distribute sampling schedules (samples to be taken,
sample volumes, and analyses required) prior to the beginning of
every run to ensure that sufficient samples are obtained to furnish
the necessary information for evaluation of the run.

8. Keep the analytical group fully advised of run conditions, run
schedules, and the sampling and analytical requirements.

3.4.3 Data Analyst

The date analyst has a very important job in a pilot plant group, because
the results of his personal work and thoughts are reported to persons outside the
pilot plant group, and these reports establish the reputation of the pilot plant
to remotely located persons who have little or no personal contact with the group.
The data analyst should be an experienced engineer or chemist; he should have a
personal incentive to do thoroughly professional work and have integrity and imag-
ination.

A data analyst should be thoroughly familiar with the process chemistry in-
volved in the program, having had some previous experience either in operating
similar processes or in the development of radiochemical processes. He should
have some knowledge of the design criteria for construction of the pilot plant,
and some feeling for the philosophy that is followed by the operational groups.
This will help him to understand pilot plant goals better and to suggest means of
attaining them. It will also help him to plan for obtaining process data required
to evaluate the process. Of considerable importance is the feeling for design
and bebhavior of equipment, or the engineering viewpoint; he should realize that
all equipment has limitations as well as definite capacities built into it.

The desire and ability to determine the causes of events is one of the most
important qualifications of a data analyst. It is not sufficient to report just
what is seen; it is equally important to ascertain that the reported data and con-
clusions are based on a complete study of the problem. The data analyst should
take considerable professional pride in his work. This will stimulate him to seek
ways and means to improve himself as well as his work. He should also have an
objective viewpoint toward all the work assigned to him. This tends to eliminate
bias and snap judgments based on elementary or incomplete data.

The integrity of a data analyst is probably one of the most important qualifi
cations. He will show a willingness to come to a decision once all the facts are
at hand and will defend a position which is supported by facts. The competent
data analyst will be quick o accept responsibility for all his work.

Imagination is also an important gqualification for a data analyst. Masses
of data tend to become just so many figures unless the analyst is able to recog-
nize the full scope and importance of the program in which he is engaged. A live-
1y imagination will give an analyst a positive attitude toward all possibilities.
He will think situations through to a definite conclusion. He will quickly weed
out unproductive ideas, and as a natural result of thorough thinking, he will en-
hance the reputation of the pilot plant group.
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3.4.4 Data Tabulators

Nontechnical personnel can handle as much as 75 per cent of the roubine dubies
of a data group., They can easily handle the following:
l. Assemblimng and tabulating data.
2. Meking routine calculations.
3« Posting current records.
k., Maintaining close liaison with the operating group and recording
the details of operation.

The ability of nontechnical personnel to do the following depends wholly on
the individual and the amount of training that can be given 4o the individnal by
the technical personnel:

1. Evaluating data.

2. Determining product specifications.

3. Moking calculations involving decay chains.

4. Recognizing chemical trends at other sites or keeping up with
literature.

5. Meking engineering evaluations and calculations.

Nontechnical personnel require more training and supervision, initially, than
technical personnel. A data group having a sufficient mumber of trained tsbula-~
tors to handle the routine data is more stzble than a group composed wholly of
technical personnel, because there usually is a greater turnover of technical per-
sons.

3.5 The Operating Group

The operating group of the Tharex Pilot Plant consists of a chief snd assis-~
tant chief of operations, four technical shift supervisors, eight rotating-shift
operators, and two day-shift operators.

The primary functions of the operating group are tc operate the plant accord-
ing to preset conditions and to record operational dats and information required
by the data and engineering groups to evaluate each run. In order to carry oub
these functions, the operating group has meny duties, most of which are routine.
Many of these duties are co-shared by the chief and assistant chief of operations,
and many are delegated to the shift personnel and day-shift operators.

3.5.1 Duties of the Operating Group

The drties of the operating group are to:

l. Mintain an up-to-date mamual of all equipment in +the plant.

2. Prepare and maintain an up-to-date operating manual.

3. Organize and carry out a training program for all operating per-
sonnel prior to plant startup, during operations, and during shmt-
down. Also train new personnel received into the group.

k., Follow through the preparation of run sheets fram the rough draft
stage through reproduction and final issuing; obtain all gpprovals
necessary before the start of a run.

5. Check daily a1l process data being recorded on run sheets; 3 tThe
data should be recorded accurately and completely.

6. Check daily (inspect equipment, recorded data on instrument charts
and analyses reported) to see that all process operations are be-
ing conducted according to the preset conditions.
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Coordinate the pilot plant operations with the special desires

of other groups, such as special data or samples for chemists,
operating test equipment for engineers, or making allowances for
maintenance repair or modifications.

Devise special operating procedures or techniques, and instruct
operators in their use, as required to keep the plant operating

or to fulfill special requests, e. g., to obtain a large sample

of process solution, to minimize overexposures when the radiation
level of some piece of equipment increases unexpectedly, or to
redissolve a precipitate in a product solution.

Prepare and maintain a complete set of operations log books to
record losses, waste volumes, maintenance, program, solution make-
up, ete.

Test and calibrate all new equipment before it is put into opera-
tion.

Handle all service samples; obtain shipping or storage conbtainers
and follow through their shipment or storage, obtain analyses, and
prepare documents for the S. S. office.

Store all equipment methodically, and keep a list of the equip-
ment and its location.

Maintain an up-to-date spare parts list, keep informed of the spare
parts usage, and periodically take a physical inventory.

Order all supplies necessary for operation, keep informed of stores
stocks, and prepare requests for new store stock items.

‘Inspect all equipment for wear and lubrication; take proper care

of the equipment to prevent corrosion or failures.

Plan and execute a strong safebty program. Arrange meetings, demon-
strations, and talks on safety; maintain a low accident rate.
Meintain a stock of decontamination chemicals and materials. De-
vise procedures and techniques as necessary to decontaminate the
plant or small areas depending on the situation.

When operator patrol (small jobs for other Laboratory groups) is
requested, coordinate the requests with shift personnel and make
certain that the patrol jobs are done correctly.

Keep the pilot plant facility neat and clean.

Prepare and maintain records of shift schedules, vacation sched-
wles, overtime, personnel radiation exposure, and plant radiation
levels. Fill out time cards, and issue clothing request forms.
Maintain the pilot plant vehicles in proper condition.

The chief and assistant chief of operations are directly responsible for
trainingall operator personnel. They keep an accurate account of all maintenance
requirements and inform the pilot plant maintenance engineer of the requirements.
They follow maintenance work to prevent injury or exposure to crafits people and
also check the work when it is complete to make sure it is in operable condition.
They maintain proper cooperation between shiftts on such matters as housekeeping,
relieving previous shifts on time, and transferring of necessary information be-

tween shifts.

The chief and assistant chief of operations must carefully read

the operations log as kept by the shift supervisors and advise +the Problem lLeader
of any unusual incidents. They keep a f£ile of all completed log books. They
maintain adequate supplies of all kinds, including chemicals, clothing, gloves,
rubbers, etc., and keep a daily inventory and usage record of these materials.
They are responsible for the safety of all the operators, shift supervisor, main-
tenance persomnel, and visitors in the operating area. They must post and enforce
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the regulations regarding smoking, eating, washing, and clothing changes. They
issue shift schedules, vacation schedules » and overtime lists. They prepare ope-
rator time cards and maintain pilot plant vehicles.

The three shift supervisors in the Thorex Pilot Plant have dual responsibil-
ities. Since the pilot plant mekes about two runs per month, or one run every
other week, the shift supervisors work a five-day rotating shift every other week
while the plant is in operation. On the off-week, they have other duties s such
as prepering or revising run sheets, maintaining spare parts lists and inventor-
les and ordering all necessary spare parts, and writing or revising the operating
manual and the safety manual. They also assist in training new shift supervisors.
In some cases, the new person works on the day shift for six weeks with the chief
of operations, or if possible, the new supervisor is put on shift immediately with
an older supervisor.

The eight shift operators are on a seven-day, three-shift basis, two operators
being on each shift. During the week the plant is not operating, these operators

‘do dissolving and feed preparation for the next run. It is also their duty to

keep the plant contamination to a minimum, and this is done mostly during off-
week operation.

Besides the shift operators, two operators work on the day shift. Ong of
these operators tabulates all radiation exposure data received from menbers of
the operating group, the analytical group, and the maintenance group and tabulates
radiation levels in various sections of the plant. From these data, the operator
determines the percentages of radiation received at various places, correlates
the plant radiation levels with process operations » and issues a weekly radiation
exposure report, He also keeps & complete record of all maintenance performed
in the pilot plant in such form thet 2 minimm of effort is required in writing
a weekly report which is prepared by the chief or the assistant chief of opera-
tions. For each maintenance item, the operator records plant downtime caused
by the failure, men-hours required to correct the failure s ‘the over-all effect
of the failure on the operation of the plant » decontamination required, and radia-
‘tion exposure received while the failure is repaired. He also takes a daily plant
inventory of chemicals, determines the usage rate » and keeps the inventory at a
minimam.

The other day operator is used to fill in for a shift operator who is sched-
uled to be off on the day shift, eliminating the need for overtime while one shift
is on days. This day operator also works part-time, eluting Thorex product and
Preparing meterials for another process. Both day operators call to the attention
of the chief or assistant chief of operations any malfunction of equipment which
is reported by the shifts, and maintain a complete record of all complaints or
suggestions made by shift personnel.

3.5.2 The Shift Supervisor

The shift supervisor is responsible for the proper operation of all pilot
DPlant equipment which has been accepted by the pilot Plant operations group, and
1s responsible for obtaining all data prescribed in run sheets and other instruc-
tlons for operation. In addition, the shift supervisor is responsible for many
other functions, such as the training and administration of all personnel assigned
to his shift. The scope of the shift supervisor's responsibilities is very large;
the list of specific items of responsibility listed below is not complete, but
rather is intended to indicate items which are typical of those responsibilities
and which may be classified as follows: organization, process operations s calcu-
lations, training, instrumentation, leadership, safety, housekeeping, administra-
tion, and maintenance.
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3.5.2). Organization

The shift supervisor must maeintain control over all operations assigned to
the pilot plant. He should demand theat all technical personnel in the pilot plant
meke requests for assistance directly to the shift supervisor rather than to indi-
vidual operators, and the shift supervisor should assume responsibility for the
completion of such requests as he approves. The shift supervisor should not per-
mit any adjustment or operation of pilot plant equipment without his knowledge
and consent. This practice is absolutely necessary to eliminate confusion, espec-
ially on the day shift. The following is an exception to the above procedure:
technical personnel may request from the supervisor the temporary detail of opera-
tors for special work on equipment for which the shift supervisor is not respon-
sible. If such requests are granted, the operator will remain under the technical
supervision of the person making the request until the work is completed or until
the operator is recalled by the shift supervisor, whichever is first. Whenever
additional technical personnel are assigned to the shift supervisor during runs,
regardless of the experience or position of this additional personnel, they report
to the shift supervisor and the shif't supervisor 1s responsible for assigning them
duties which best ensure the success of the run.

3.5.22 Process Operations

The shift supervisor is responsible for seeing that all operations conducted
on his shift are done in a manner which is safe, intelligent, thorough, and ex-
peditious. Some of the typical responsibilities of the shift supervisor in conn-
. ection with process operations are:

2. Run sheets and other written instructions. Shift supervisors are
responsible for studying thoroughly all run sheets and other written
instructions to ensure that all necessary data are obtained. Most
operational mistakes and failures to collect data are caused by
failure to read carefully and appreciate the intent of run sheets.
The shift supervisor should request additional information on any
item which is not fully understood or which appears to be in error.

b. Supervision of critical operations. The shift supervisor must
personally supervise such critical operations as slug loading,
coating remeval, dissolving, feed preparation,column operations,
and product removal; he should continually check data on buildup
and depletion rates, column specific gravities, instrument con-
troller settings, pump rates, etec. He showld investigate the rea-
sons for variations from desired performance and he should record
and vigorously attempt (after intelligent reasoning and, if necess-
ary, advice from the operations leader) to correct the cause of such
variations. The shift supervisor must know the chemical flowsheet
and must know the results expected from each run, and he should
follow the analytical results in an effort to detect malfunction-
ing of equipment. In every free minute the shift supervisor should
inspect the instrument panel, the gallery, penthouse, pipe tunnel,
cells, and docks to detect and investigate any unusual situation.

¢c. Sampling. The shift supervisor is responsible for obtaining all
required samples. He should frequently inspect each sample for
volume, color, coding, and phase.
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Operational reports. A significant portion of the value of &
pilot plant run is lost unless a permanent record is made of the
operational experience gained during the progrsm. The prime re-
sponsibility for the recording of this experience lies with the
shift supervisor. Among the more important date which should

be recorded, in addition to those recorded on run sheets, are the

following: unusual incidents, equipment meintenance » and radia-

tion exposures.

Requests for information. When in doubt sbout the proper action

to take on any matter, the shift supervisor is responsible for

contacting immediately the proper pilot plant personnel, regard-
less of the time of day or night.

Process data. The shift supervisor is responsible for the accur-

acy and completion of all data obtained on his shift.

Operational difficulties. The specific duties of the shift super-

visor in the event of operating difficulties are sumarized as

follows:

1, Aggressively trouble-shoot the difficulty.

2. Determine if the correct operating procedures are being foll-
owed.

3. Meke a detailed list of all data, including a special log
of trouble-shooting activities which could be used by engin-
eering, chemistry, and other personnel to analyze the diffi-
culty. Make the date easily accessible to all personnel.

L. Call on the chemistry, engineering, instrumentation, and
other groups as needed to analyze the difficulty and to get
advice on correcting this difficultby.

5. Notify the chief of operations if it gppears that the diffi-
culty will delay the program more than two hours. Notify
both the chief of operations and the problem leader immediate-
ly if a serious health hazard exists.

Calculations. The shift supervisor is responsible for all cal-

culations made on his shift. In addition to meking some calcu-

lations and checking calculations made by operstors s the shift
supervisor has the additional responsibility of using a great
amount of caution and judgment in making use of the calculations.

3.5.23 Training

The shift supervisor is responsible for the training and orientation of all
Dbersonnel assigned to his shift. Some coordinetion of training may at times be
done by other pilot plant individuals » but this in no way relieves the shift
supervisor from his responsibility. Specifically, the shift supervisor is re-
sponsible for seeing that each operator:

1.
2.
3.
L.
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Knows how the pilot plant fits into the scheme of things at the
I=aboratory.

Knows the function of each piece of equipment and each instrument
in the pilot plant.

Knows how to operate each piece of equipment and how to inter-
pret each instrument reading.

Knows the pilot plant program and knows in general the status

of the program.
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Is protected from all health and safety hazards.
Knows the duties of the shift supervisor so that the operator
will be better prepared as a member of the shift team.

3.5.2% Instrumentation

The responsibilities of the shift supervisor in comnection with instrumen-
tation are summarized as follows:

a.

Instrument settings. The various settings for each instrument
are prescribed either in run sheets or in the operating manual.
The shift supervisor 1s responsible that no deviations are made
from these settings, except in case of emergency, without prior
approval of the pilot plant instrument engineer.

Instrument charts. The 12-8 shift supervisor should check all
instruments charts to ensure that the properly numbered chart

is used for each instrument, that the chart is labelled and dated
correctly, and that the pen is set to proper time * 5 minutes and
is inking. All shift supervisors should make sure that the pens
on all recording instruments are inking and producing a clean
record.

Instrument operation. The shift supervisor mist be continually
on the alert for signs of instrument failure. He must check the
various instruments against each other and against analytical
data whenever possible. He should request maintenance service
whenever an instrument failure is indicated, and he should re-
cord all insirument meintenance items in the operation log and

in the instrument maintenance log. A note of an operational
change should be made on the chart when there is any possibility
that this information could be used in the analysis of operational
or enalytical data.

3.5.25 ILeadership

The standard of leadership expected of shift supervisors is high and cannot
be attained by experience alone; consequently, each shift supervisor is expected
to do extensive outside reading and study to fully qualify himself for shift

leadership.

3.5.26 Safety

Al]l operations in the pilot plant should be guided by the following policy:
safety comes first, followed by quality and then quantity. The shift supervisor
is responsible for:

1.

2.

Reading and understanding the standard laboratory safety proce-
dures practiced in the pilot plant.

Seeing that each job done, no matter how small, be accomplished
without injury to personnel.

Seeing that each operator knows what to do if he or another opera-
tor is injured.

Training operators in standard safety practices and frequently
informing them of any special hazards in doing their Jobs.
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3-.5.27 Housekeeping

The shift supervisors are responsible for keeping the operating areas clean
and orderly at all times.

3.5.28 Administration

The shift supervisor is responsible for a number of administrative items
which concern operator overtime, vacations, time cards, and the operator evalua-
tion system.

3.5.29 Maintenance
The shift supervisor is responsible for checking the operation of equipment
and for initiating maintenance service. Every attempt should be made to repair
equipment on shift with a minimm of delay to operations.

3.5.3 Organization on the Day Shift

On the day shift there is a certain amount of confusion which can be elimi-
ngted If all technical personnel would deal directly with the shift supervisor
rather than with individual operators. The activities on the day shift are rea-
sonably complex, and for this reason any long list of rules which would restrict
too severely the freedom of operation probably would not be effective. However,
Ppilot plant personnel should adhere to the following general policy:

‘1. All requests for work or assistance should be made directly to
the shift supervisor (or in his ebsence, the chief operator),
not to individual operators. This applies to all technical per-
sonnel.

2. Technical personnel may request from the shift supervisor the tem-
porary detail of operators for special work. If such requests
are granted, the operator will remain under the technical super-
vision of the person meking the request until the work is comple-
ted or until the operator is recalled by the shift supervisor,
whichever is first.

Violations of the above policy should be reported to the problem leader imm-
ediajrtely and directly by the shift supervisor (or in his absence, the chief opera-
tor).

3.5.4 Designation of Responsibilities During Periods of Operational
Difficulties

During periods of operational difficulties in a pilot plant, all personnel---
operatlions, engineering, chemistry, instrument, and data personnel---have definite
responsibilities. "Operational difficulty” is a very broad term, and for this
reason it is difficult to define specifically the action that should be taken
by various individuals during periods when things are not going smoothly. The
following procedures and designetion of responsibilities were developed during
operation of the Purex Pilot Plant, and these, for the most part, mey be appli-
cable to any pilot plant.
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It is assumed that preliminary testing, if any, on operation of the equip-
ment under the direction of the engineering group has been completed, and that
the operating group has accepted responsibility for operation of the equipment.
In most cases it is necessary for the operating group to assume responsibility
for operation of the equipment with little or no preliminary testing.

The Pfirst responsibility for the correction of operational difficulties lies
with the operating group, and in particular with the shift supervisor. Over a
period of years, however, experience has been that considersbly more time was
lost in the pilot plant as a result of analytical, chemistry, engineering, and
instrumentation deficiencies than of improper operational techniques. For this
reason it is imperative that strong assistance be rendered to the operating group
by all other groups. In addition, it is also imperative that the necessary assis-
tance be given in a systematic meanner. The assistance should involve consulta-
tion, the rendering of pertinent data, and the offering of recommendstions to the
shift supervisor. No experimentation or corrective action to improve equipment
operation should be taken by any individual without the knowledge and consent of
the shift supervisor.

3.5.41 Responsibilities of the Operating Group

The operation of pilot plant equipment is the direct responsibility of the
chief of operations, who also has many responsibilities other than the direct
operation of equipment (such as personnel, supply, maintenance). In practice
the responsibility of normal equipment operation is automatically delegated to
the shift supervisor. In the event of an operational difficulty, the responsi-
bility for equipment operation remains with the shift supervisor until such a time
as he is formally relieved of this responsibility by the chief of operations or
the problem leader. Specific responsibilities of the shift supervisor in the
event of an equipment failure are to:

l. Aggressively trouble-shoot the difficulty.

2. Determine if run sheets are written in conformity with the stan-
dard chemical and engineering flowsheets.

3. Determine if the correct operating procedures are being followed;
all necessary operating procedures should be found in the run
sheets or in the operating manual.

L, Meke a detailed list of all data, including a special log of
trouble-shooting activities, which could be used by engineering,
chemistry, and other personnel to analyze the difficulty. Meke
the data easily accessible to all personnel. This list of data
will be the basic instrument for transmittal of information con-
cerning the difficulty to subsequent shifts. This letter should
become a part of a formel report on the operational difficulty.

5. DNotify the chief of operations if it appears that the difficulty
will delay the program more than two hours. Notify the Problem
leader if it appears that the difficulty might delay the progranm
for more than four hours. Notify the engineering, date, main-
tenance, instrumentation, chemistry and other groups if trouble
persists more than a few hours. Repeat the notification at least
twice each day until operations are normel. Notify both the
chief of operations and the Problem leader immedistely if a health
hazard or & serious equipment loss 1s involved. Notify the chief
of operations or the Problem ILeader before any major equipment
change is made, except in the event of emergency.
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6. Realize that chemistry, engineering, instrumentation, and other
groups are, in one sense, service groups to the operating group.
Expect prompt action from these groups on any request for infor-
mation.

The chief or assistant chief of operations will personally coordinate trouble-
shooting activities between various shift supervisors when trouble persists over
a shift chenge; however, this does not relieve any shift supervisor of the respon-
sibilities listed above.

3.5.42 Restrictions Imposed on Operating Personnel

From the above, it is evident that the first responsibility for correction
of operational difficulties rests upon the operating personnel, and in particular
with the shift supervisor. However, there are very definite restrictions which
must be imposed upon the operating group, and these restrictions ere summarized
as follows:

l. Run conditions must not be changed from chemical and engineering
flowsheat conditions except with permission of the individuals
concerned (the chief of operations or the Problem Ieader). This
does not preclude changes of very short duration which might be
helpful in the event of trouble (such as temporarily increasing
the scrub rate to regain hydraulic equilibrium).

2. Certain adjustments to instruments must be made only with the
approval of the chief of operations or the Problem Ieader.

Information on necessary changes made to equipment must be conveyed in writ-
ing to every member of the pilot plant organization.

3.5.43 Responsibilities of Groups and Individuals Other Than the
Operating Group

The bulk of pilot plant difficulties can be attributed to deficiencies in
engineering (including design, instrumentation, maintenance, and construction)
and chemistry (including analytical and data analysis). For this reason it is
important that each operating difficulity be studied by engineering, maintenance,
instrumentation, chemistry, and data persomnel. Specific responsibilities of

these people in the event of serious difficulties are to:

1. Become thoroughly familiar with all circumstances of the opera-
ting difficulty.

2. Supply quickly all information requested by the shift supervisor.
3. Attempt to determine if the operating difficulty can be attributed
to the phase of work for which some specific individusl is re-
sponsible. (For instance, the chemist would consider whether

trouble could be attributed to chemistry.)

4, Transmit to the chief of operations and the shift supervisor spe-
cific recommendations in writing for any action which it is felt
might help in the rectification of the difficulty. Any such re-
comnendation should be coordinated, if possible, with other groups
before submission. The chief of operations and the Problem leader
should be advised of any strong recommendations which are rejected
by the shift supervisors.
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3.5.44 Restrictions Imposed on Other Groups

A11 physical measures taken to restore normal operation should be performed
under the direction of the shift supervisor. No experimentation or corrective
action to improve equipment operation should be undertaken by an individual with-
out the knowledge and consent of the shift supervisor.

4.0 PILOT PLANT INFORMATION AND TECHNIQUES

The following sections describe pilot plant policies, procedures, and tech-
niques which were developed over a several-year period of pilot plant operation.
The ORNL Standard Practice Procedures Manual gives Laboratory policy and procedures
for administration of property and personnel. The information in the following
sections is intended to supplement the Iaboratory procedures at the working level.
Two main subjects are covered: (a) how the pilot plant group works with other
groups, such as analytical, maintenance, health physics, and other Chemical Tech-
nology Division personnel, and (b) how members of the pilot plant group work with
each other, including such topics as communications, training, overtime, etc.

k.1 Analytical Services

A1l analytical work, including analysis of routine samples, specialized analy-
ses, and development of new analytical methods and instruments, is done by the
Apalytical Chemistry Division. Certain samples requiring highly specialized equip-
ment not available at ORNL are sent to ¥-12 or K-25.

At ORNL, the Analytical Chemistry Division has six research and development
groups and nine service groups (Fig. 4-1). Most pilot plant analyses are made by
one or more of the process analyses groups, although many analyses are performed
by the research and development groups, principally radiochemical, ionic, and spec-
trochemical.

A typical pilot plant, such as Thorex, requires 2,000 to 4,000 analyses per
month, at a cost of about $20,000 per month or a quarter of a million dollars per
year. A typical pilot plant spends about 20 per cent of its operating budget for
analytical services. To further illustrate the magnitude of anslytical costs for
a pilot plant engaged in research and development, for each member of the Pilot
Plant Section that the pilot plant supports, it will support an analyst in the
laboratory. If the pilot plant is engaged in production type of operation, fewer
analysts will be required because fewer samples (only those necessary for process
control) will be taken, and this will decrease the cost to about 10 per cent of
the operating budget.

Not only is the cost of analytical services an important facet of pilot plant
management, but the success of the pilot plant may very well hinge on the rela-
tion between the pilot plant and analytical groups. Prior to startup of a new
pilot plant, the Analytical Chemistry Division will need to know the types and
mumbers of anslyses to be submitted, the solution compositions, the accuracy re-
quired, the time allowed for analysis, and the radiation level of the samples.
They will also need to know the operating schedule of the plant, whether it will
operate 24 hours a day, seven days a week or five days a week, the number of runs
to be made per month, and the radiation exposure of the feed (how meny runs with
nonirradiated feed, spiked feed, and irradiated feed). All this information is



-31-

Fig. L4-1
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required to establish an analytical group (if one is required) or to schedule the
analyses for an existing group, to determine if the analytical methods are adequate or
if newmethods will have to be developed, and to train the analytical personnel. All
this takes time, and the sooner that the pilot plant informs the Analytical Chem-
istry Division of the anticipated needs, the better off the pilot plant will be.

The Analyticel Chemistry Division can also assist the pilot plant in planning samp-
ling schedules and techniques. The pilot plant will need to know the volume of

sample required for analysis, the type of sample bottle required, and whether or

not special handling (such as centrifuging the sample, keeping the sample hot,

etc.) will be required.

After startup and smooth operation of the plant has been achieved, the pilot
plant will need to keep close liaison with the analytical groups. Minor problems
occur every day and these must be resolved quickly. Opersators will make mistsakes,
giving the wrong codes, switching samples, taking two-phase samples, etc., and
analytical results will be out of line from previous results, rechecks of previous
samples on a new set of samples will be required, the analytical results will be
reported late, etc. Occasionally, special problems involving personnel or analyt-
ical methods will arise, and these will require the personal attention ‘of the Prob-
lem Ieader. Thus, the Problem Ieader needs to establish routine procedures for
handling the recurring problems, and give personal attention to improving relations
(from the standpoint of both groups).

4.,1.1 The Organization of a Typical Pilot Plant Analytical Control Unit

The Building 3019 control unit has 20 people, of which 7 are chemists and 13
are technicians. One chemist is the unit supervisor; one or two other chemists
are used for special problems. There are four shifts, one of which is off each
day, and each shift has a chemist as supervisor and two technicians. Three chem-
ists and five technicians work straight days. This unit analyzes routine samples
for the Thorex Pilot Plant and the Metal Recovery Plant and does miscellaneous
analyses for other groups. Normally, the unit makes about 4,000 analyses per month;
each analyst averages 16 analyses per day (average time of 30 minutes per analysis).

The shift personnel analyze samples that are submitted as "rush" samples (re~
sults are required within 8 hours), and the straight-day personnel analyze samples
that have no priority. The number of shift personnel is kept as low as possible
consistent with the requirements of the Thorex Pilot Plant and the Metal Recovery
Plant. The straight-day personnel have a backlog of samples and by not being in-
terrupted with "rush" samples, they can mass-produce analyses at low cost.

%.1.2 Liaison between the Analytical and Pilot Plant Groups

On shifts, the shift supervisor in the pilot plant keeps the analybtical shift
supervisor informed of the analytical requirements. At the beginning of the shift,
the pilot plant shift supervisor gives the analytical shift supervisor an estima-
tion sheet on which the type and number of samples to be taken on that shift are
listed. Also, the priority of the samples 1s indicated on the sheet. Throughout
the shift the two supervisors contact one another, reporting results, and checking
on various problems, such as miscoding of samples, poor semples, etc.

The supervisor of the control unit msintains liaison with the pilot plant
groups on the day shift by personal contact with members of the groups.

A meeting of supervisory personnel from the Analytical Chemistry Division
and pilot plant problem leaders is held at a definite time every other week to
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discuss their unresolved problems and to take any necessary remedial action. Even
though there is a lot of informal daily coordination between pilot plant and ana-
lytical shift persomnel, there are occasional complaints from both groups. Pilot
plant personnel generally complain of delay in receiving analytical results or

of inaccurate results, while analytical personnel frequently complain of sloppy
techniques of sample submission, nonuniform, or nonrepresentative solutions, and
the contamination of the analytical laboratory by pilot plant personnel. In these
weekly meetings both pilot plant and analytical personnel present their complaints
completely and quantitatively by reference to specific samples and specific inci-
dents. Each complaint is discussed in detail, and sgreement is usually reached

as to whether the complaint is justified. If Justified, a specific course of action
to prevent recurrence of the complaint is agreed upon. In cases where it is diffi-
cult to determine if the complaint is legitimate, a specific action is agreed upon
to determine if the complaint is justified. Numerous specific details have been
worked out in these meetings to the satisfaction of both groups, and, as a result,
intra-group cooperation has improved.

k.1.3 How Samples Are Submitted and Analyzed and Results Reported

Before the Test Facility-was put into operation, several meetings were
held with Analytical Chemistry Division supervisory personnel to mitually agree
on the establishment of an analytical control unit for the Test Facility. After
the unit was established, procedures for maintaining liaison between the groups,
for coding and submitting samples s for reporting results, for stor d disposing
of samples, and for sending special samples to Y-12 were published. These pro-
cedures were very similar 4o those used in the Purex Pilot Plant, and were easily
followed by both the Test Facility and analytical personnel.

The Thorex Pilot Plant has similar procedures. The pilot plant operator de-
livers the semples to the Sample Storage and Dilution Room in Building 3019, places
the samples on a shelf, and presses a buzzer to call the analytical shift super-

" visor. The shift supervisor monitors the samples with a health physics instrument

to determine the radiation level, and, if he has any questions sbout the samples
or the sample codes, he asks the operator for clarifieation.

The samples are classified into three groups: flowing stream, composite, and
solution makeup samples.

The operator does not submit a request sheet with flowing stream samples be-
cause the Laboratory has special forms for logging in these samples. The opera-
tor records the sample codes on this form, which has spaces for 18 samples, corres-
ponding to the 18 spaces for sample codes on the data report sheet.

For composite and solution makeup samples » the operator fills out a standard
stores-stock form, "Request for Control Analyses”. The operator gives the sample
codes, analyses requested, estimations » and approximate composition of the solu-
tion. He also indicates if the sample has a priority. The shift supervisor records
the time that the samples are received in the laboratory. .

After the analytical shift supervisor has received the samples, he prepares
work sheets for the requested analyses. The work sheets are given to as many ana-
lysts as necessary to perform the work. He supervises the technicians to make
sure that they are following the analytical procedures for analysis, and he takes
back the work sheet after it and the analysis have been completed. If the calcu-
letions are correct, the supervisor posts the results on a report sheet, which is
later sent to the pilot plant. If it is a rush or priority analysis, the super-
visor phones the results to the pilot plant.
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If there are discrepancies in the result or if the result appears to be out
of line, the supervisor immediately prepares another work sheet and assigns the
sample to another technician, who makes another analysis and submits the result
to the supervisor. If this check analysis is unsatisfactory, a new set of samples
will be requested. When the pilot plant requests check analyses, the mechanics
of handling these are the same as if the analytical supervisor requests the check.

After the samples have been analyzed and the results reported, they are stored
by the laboratory. The samples may be disposed of in two ways: solution makeup
samples are stored for a few days and are then discarded; other samples are stored
until the pilot plant data or operations groups send a note to the supervisor di-
recting him to dispose of samples no longer needed. Certain samples, such as feed
and product samples, are stored for one to two weeks as reference samples.

b,1.4 A Discussion of the Most Common Analytical Problems

Many of the problems that upset an otherwise smoothly running analytical group
arise through misunderstanding and failure to follow procedures. These were dis-
cussed in Section k.1.2. For best service from an analytical group, the Problem
Leader should do all he can to promote a friendly atmosphere and a generally coop-
erative attitude in the pilot plant as well as in the analytical laboratory.

The major cause of poor analybtical service is the overloading of the control
unit with more samples than the technicians can analyze in the time alloted. Pilot
plant personnel are very prone to submit{ing many samples on a rush basis, and when
too many are submitted, the efficiency of the laboratory and the morale of the
technicians are seriously affected. If all the analytical personnel are assigned
to work at the time rush samples are received, someone must stop his routine work
and do the analyses with higher priority. If the technician is making, for example,
colorimetric uranium determinations, he must do the entire analyses from the be-
ginning again because these solutions fade on standing. In some cases, the entire
group may be working on rush analyses, and if more are received, the shift super-
visor must contact each group that submitted samples to determine which analyses
take priority.

Occasionally a type of analysis or procedure goes out of contbtrol in the lab-
oratory through carelessness, lack of attention, or instrument failure. If this
happens to the colorimeitric method for uranium analysis, the laboratory efficiency
decreases. fbout 10 per cent of the total determinations made by the Building 3019
Control Unit are made by a colorimetric method. Controls are run daily on every
shift by this method to determine that everything is in order. If the results
are out of limit, the supervisor investigates the method to determine if the trou-
ble is due to reagents, instrument failure, contamination, or some other cause,
and, after the information is evaluated, corrective measures are taken.

Samples which are not homogeneous or representative of the solution sanpled
cause difficulties. Time is lost in analyzing these samples, and the poor results
cause complaints back and forth between the operating and analytical groups. Some
solutions, however, are troublesome because of the characteristics of the solution
itself, for example, plating out of fission product activities on the wall of the
sample bottle. These solutions require immediate treatment to prevent the plating
out. Unrelizble results are often obtained with this type of solution.

4,1.5 Analytical Cost Studies

Several studies of analytical costs have been pablished(;é’ L2 Ei) by the
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Pilot Plant Section, the most m?eﬁ’g being in ORNL CF-55-6-171 for the period of
February 1954 through June 1955. %) Based on this and previous studies, the
following general conclusions ?.nd recommendations on Chemical Technology Division
analytical costs were reached, li)

Conclusions

1. About 90% of Chemical Technology Division samples are analyzed in
three laboratories: Special Analyses Laboratory, Pilot Plant Con-
trol Unit, and Iab and Semiworks Control Unit, referred to as rou-
tine laboratories. These laboratories do not normally analyze
samples for other divisions. The only method of controlling our
analytical cost in these laboratories is to control the number of
technicians and supervisors assigned to them.

Analytical costs in these laboratories cannot be controlled ade-
quately by attempting only to control the number of samples sub-
mitted; this is a firm conclusion, but is somewhat difficult to
analyze, since it deals with considerations such as analytical
personnel’s desire to provide sufficient personnel to give fast,
accurate service, and our difficulty in controlling the nunmber of
samples submitted. The control of costs in these laboratories

is controlling in the over-all anslytical cost picture.

2.. Avout T% of the Chemical Technology Division's analyses are made
by the Radioisotope Analyses Laboratory. The cost of analysis
in this laboratory can be controlled by:
a. Reducing the nunber of analyses.
b. Mking firm arrangements with the unit supervision concerning
how many people, on the average, should be budgeted for the work
(in order that standby time will be a minimum),

3. About 3% of the Chemical Technology Division samples are analyzed
in seven laboratories: General Analyses, Spectrochemical, Reactor
Analyses, Activation Analyses, Radiochemical, Ionic, and Optical
and Electron Microscopy. These laboratories do more specialized
analyses, and the average cost per analysis is higher than that
from the routine labs., The cost of analysis in these seven labora-
tories can be reduced as follows:

e By reducing the number of analyses submitted. Only samples
that cannot be analyzed by the routine laboratories should be
sent to these. Many types of samples which initially are sent
to these laboratories during early stages of process develop-
ment programs should be turned over to the routine laboratories
as soon as routine procedures are developed. In some cases,
the required specialized equipment precludes doing the work
in the routine laboratories, but in many cases this specialized
equipment can be procured and operated by the routine labora-
tories.

b. In the event that analytical development, rather then more rou-
tine sample analysis, is required from these laboratories, firm
arrangements about the scope of the development, the manpower,
and cost should be made. :
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k. The Chemical Technology Division supports an average of nine admin-
istrative and research personnel per month, which is 16% of the num-
ber supported for analysis and specific development work. This cost
can be reduced by the Analytical Chemistry Division by budgeting
separately for an analytical research program and not prorating this
cost to the research divisions.

Recormmendations

1. Chemical Technology Division costs should be controlled by having
firm agreements with the Analytical Chemistry Division concerning
the total number of analytical people to be supported by the Chem-
ical Technology Division. This agreement should be detailed, based
on the nunber of analysts and supervisors that would be supported
by each section. To this basic support for direct labor, 16% would
be added for administrative and general research support, until
such time as general research is budgeted separately by the Analyt-
ical Chemistry Division. This procedure is now in effect and seems
to be working satisfactorily. The total nunber of people should
be adjusted periodically, probably twice each year.

2. All Chemical Technology Division work should be consolidated into
as few laboratories as possible. The Analytical Chemistry Divi-
sion should be supported in their efforts to obtain adequate space
in Building 4500 for consolidation. Only highly specialized work,
such as spectrographic, neutron activation, and electron microscopy,
should be done in other laboratories.

3. Chemical Technology Division personnel should be educated on analyti-
cal costs so that they will be more judicious in their selection

of analyses, number of samples submitted and their choice of labora-
tories for doing their work.

L.1.6 How Analytical Costs Are Charged and Reported

Analyses are charged for on a man-hour basis for each result reported; i. e.,
if one sample is submitted for one analysis, the requestor would pay for only one
even though the laboratory may make four determinations to arrive at one reported
result. If two samples are submitted for the same analysis, two analyses are
charged for because two results would be reported. Similarly, if three determinations
are requested on one sample, three would be charged for.

The man-hour charge is obtained from a schedule of charges published by the
Analytical Chemistry Division. This schedule lists 200-300 analyses which can be
done by the various analytical groups. The analysis time for a single sample and
the analysis time for each additional sample are listed. If a single sample is
submitted for uranium analysis by the colorimetric method, 0.5 man-hour would
be charged for the analysis, and if more samples are submitted along with this
first sample for the same analysis, 0.3 man-hour would be charged for each addition-
al sample. If TBP extraction were required to prepare the sample, then according
to the schedule 1.0 man-hour would be charged for the first sample and 0.5 man-hour
for each additional sample. This schedule is based on normal samples requiring very
little preparation. If a difficultly soluble sample is submitted, for example,
additional time would be charged for sample preparation.
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On the twenty-third day of each month, each analytical supervisor calculates
the charges for the services of his group during the preceding month. The man-
hours charged to each program that submitted samples to his laboratory are totalled.
This is the direct analytical labor time devoted to the analysis of samples, To
each of these programs, the supervisors' time is prorated based on the total man-
hours of direct labor. If development work was done for a program (contracted by
muitual agreement between the requestor and the analytical group supervisor) the
nunber of man-hours devoted to the development work is charged to the requestor.
The total number of man-hours devoted to analysis for all accounts is subtracted
from the total number of men-hours of technician labor availsble in the laboratory
group; this is called standby time and is prorated to all programs the same as
supervisory labor. This information is transmitted to the Analytical Chemistry
Division office, where the information from all the groups is consolidated and the
charges for each-program are calculated., These charges are reported on a form
(Fig. 4-2) to the Chemical Technology Division office, where the costs , cost per
analysis, etc. are calculated and transferred to another form (Fig. 4-3). This
information is sent to all sections.

In general, routine analyses, like uranium, nitric acid, gross beta, and gross
gamma, cost about $5 each; more difficult analyses » radiochemical and spectrographic,
cost about $10 each; and highly specialized analyses, neutron activation, electron
microscopy, etc., cost $20-$100 each.
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4.2 Budgeting and Cost Accounting

Budgeting, or the preparation of a financial plan for a program, and program
Pplanning for a period of one to three years must be done concurrently, for one can-
not exist without the other. Although the Section Chief and Division Director carry
the burden of submitting budgets to the ORNL budget office and the Atomic Energy Comm-
ission for approval, the Problem Leader has a serious responsibility for preparing
the budget estimate and controlling expenditures within the budget.

Two types of money, capital and operating, are budgeted. Capital funds are de-
scribed and the procedural details for submitting requests for capital funds are de-
scribed in the ORNL Standard Practice Procedures Manual. This section presents opera-
ting budgets and accounting for expenditures of operating funds.

4,2.1 Mechanics of Budget Submission

The Iaboratory is informed by the Commission on the programs that the Commiss-
ion expects the Laboratory to pursue in the succeeding year. The program assumptions
are transmitted to the Section Chiefs, who discuss these problems with the Problem
Leaders, and a budget estimate, money and manpower, is prepared for periods of up to
three fiscal years. The estimate is forwarded to the Division Director, who has the
requirements of all four sections consolidated on one sheet. The Division Director
and Section Chiefs meet to adjust the budget until the requirements are unified and
agreeable to the sections and the budget is at a reasonable level. The budget is then
sent to the ORNL budget office.

The budget office consolidates the budgets from all ORNL divisions and presents
the consolidated budget to laboratory Management. After Management studies the bud-
gets, the Division Directors are called in for consultation and are asked to explain
the Division's responsibility in each program. Management mey adjust the budget as
seems advisable, and, after all programs are accepted by Management, detailed write-
ups are prepared for each program and bound in a "Gray Book". This, the formal lab-
oratory budget proposal, is submitted to the AEC for approval, who compiles the bud-
gets from all facilities for submission to the Bureau of Budgets. The Bureau submits
the AEC budget to Congress for approval.

h,2.2 Preparation of Operating Budgets

Before a problem leader can prepare an operating budget estimate, he must have
& program plan for the period to be budgeted. For a pilot plant, it must be deter-
mined whether the program will be all research and development, semiproduction, or all
production, because the type of plant operation will affect the cost of the program
and the amount of manpower required. It costs more to operate a pilot plant to ob-
tain plant design data than it does to operate the plant solely to process and recover
valuzble materials. It also requires more manpower to do development work. For ex-
ample, the Thorex pilot plant program assumes research and development work for one
fiscal year, about half research and half production the second fiscal year, all pro-
duction the third year; the fiscal budgets for these three years are $1,026,000,
$980,000, and $720,000, respectively.

After the type of operation has been established, the second step in preparing
a budget estimate is to develop a month-by-month program for the first fiscal year
and to estimate the pilot plant menpower requirements for each month (see Fig. k-1 ).
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Operating Budget Preparation

1. Summary of Men-Power and Money Required

FY 1956 FY 1957 FY 1958
Man-Months Cost Man-Months | Cost Men-Months - Cost
Month Scient.| Tech. $ Scient. Tech. $ Scient.| Tech. $
July 13.5 12.5 85,000} 10.0 15.0 | 115,000 - - -
Angust 1305 1205 89’000 1000 1500 115’000 - - -
Septenber 10.5 12,5 9k,000f 10.0 15.0 | 11%,000 - - -
October 10.5 12.5 97,000f 10.0 15.0 | 114,000 - - -
November 4,5 0.5 | 48,000f 6.0 Lo | 66,000Ff - - -
December 10.5 12.5 91,000} 6.0 .0 66,000 - - -
Janu&ry llos 1595 90,000 600 l"oo 66,000 - bt had
February 11.5 15.5 85,000 6.0 k.0 66,000 - - -
March 11.5 15.5 85,000} 10.0 15.0 64,000 - - -
April 11.5 15.5 85,000} 10.0 15.0 65,000 - - -
Mey 1.5 | 15.5 | 90,000( 10.0 | 15.0 { 64,000 - - -
June 11.5 15.5 87,000(| 10.0 15.0 65,000 - - -
Totals 132.0 |156.0 1,026,000[10%.0 |136.0 980,000f 108 168 T20
Man-Power,
Mon-Years 11.0 | 13.0 - 8.7 1| 11.3 - 9.0 | 1k.0 -
2. Summary of Normel and Abnormal Costs
a. FY-1956:
Normal: 24 man-years at $30,000/man-~year = $726,000
Abnormal: Anslytical costs = $100,000
Construction = 150,000
Major maintenance= 35,000
Shipping costs = _15,000
Total sbnormel = 300,000
Total Fiscal Cost = $1.,026,000
b. FY-195T7:
Normal: 20 man-years = $600,000
Abnormal: Anslytical costs = $ 45,000
Construction = 305,000
Shipping costs = _ 30,000
Total abnormal = 380,000
Total Fiscal Cost $980,000
c. FY-1958:
Normal: 23 man-years = $690,000
Abnormal: Shipping costs = 0,000
Total Fiscal Cost = $720,000
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Two types of manpower are budgeted, scientists and technicians. Scientists are
technical personnel, while technicians are nontechnical (operators, technicians,
draftsmen). Clerks s btypists, or secretaries are not budgeted for as manpower. Tech-
nical personnel borrowed from other divisions should be shown on a separate line and
should not be added to the pilot plant manpower. The total number of man-months re-
quired in a month (not including borrowed employees) is multiplied by a "cost-per-
man-month" nunber to give the estimated normal operating cost for the month. Any
abnormal costs anticipated for the month are added to the normal cost to give the
total estimated cost for the month. The sum of twelve months' costs is the fiscal
budget estimate. Although the budget shows normal plus abnormsl costs as a total,
the sbnormal costs must also be reported separately in itemized form (description
and cost of each item).

These steps of budget preparation should be repeated for the succeeding fiscal
years; however, the budget for the third fiscal year should show the fiscal totals
(scientist man-years, technician man-years , and money) rather than month-by-month
totals.

The "cost-per-man-month" number is one-twelfth of the cost of a man-year, which
is the average normal operating cost required to sustain a pilot plant person for
one year. This cost is based on past experience in operating pilot plants, such as
Thorex, Purex, and Metal Recovery, and is calculated by dividing the actual normal
operating cost for a year by the actual number of man-years of pilot plant labor that
had been charged to the pilot plant. TFor fiscal year 1955, the cost per man-year for
the Metal Recovery Plant was $28,000 and for the Thorex Pilot Plant was $32,000. The
Problem Leader should figure $30,000 to $35,000 as the cost per men-year, using about
$35,000 for resesrch-type operation and ebout $30 »000 for production-~type operation.

k.2.3 Monthly Cost Bstimates

In Section L4.2.2 budget estimates for fiscal years were calculated from man-
power and cost per man-yeear numbers. This type of budgeting is suited for long-range
budgeting, but not for estimating month-to-month operating expenses in a current fis-
cal year in which the pilot plant is being operated. For this purpose, a detailed
estimate of the expenditures for each expense symbol¥* is made monthly. (Pable 4-1
gives some suggestions and cost figures for estimation purposes.)

These estimates are entered on a pilot plant form (Fig. 4-5 ) and overhead costs
are calculated from previously charged rates. When the operating costs (see Section
k.2.4) for a month are received, the actual costs are also tabulated on this form and
are compared to the estimated costs. This aids in determining the actual rate of
expenditure and comparing it to the estimated rate and minimizing overruns or under-
runs of expenditures. The estimates for the next month and future months should be
revised as more information i1s developed concerning the anticipated operating costs.

k2.4 Cost Accounting

The efficient management of any pilot plant program requires a systematic ace-
ounting of the money that is spent to operate the pilot plant. Two types of money
are spent: cgpital and operating. The expenditures of both types are reported monthly

¥Expense symbols are defined in the ORNL Standard Practice Procedures Manual



SUGGESTIONS FOR ESTIMATING THE BUDGET AND SOME COST FIGURES
FOR ESTIMATION PURPOSES

1. - Miscellaneous Services

2.

Qe

b.

Iabor

(1) Ttemize miscellaneous maintenance requirements by crafts and the
number of each craft required.

(2; Use $400/man-month for labor cost.

(3) Take 10% of craft man-months as foremsn time.

(%) Use $600/man-month for foreman cost.

Materials

(1) Add up all known major commitments for materials to be purchased
(specific items of unusual purchases) , and average this cost for
12 months.

(2) Examine previous costs and if the situation will not change appreci-
ably, use the previous cost data.

Equipment and Building Repairs

So

Labor and Moterials

This is estimated the same as miscellaneous maintenance, except that

this cost will fluctuate considerably more from month to month than miscell-
aneous maintenance, depending on the amount of maintenance required and the
extent of modifications. )

Rebuilding and Rearranging

e

Labor and Materials

This item is budgeted generally on the bhasis of majér work order cost

estimates for the fiscal year.

Protective Clothing

Use the following schedule:

Type of work Clothing Requirements Cost/Man-Month

No contamination Occasionally wears protective clothing $5

"Little"
contamination Changes every day 20

"EGaW 1
contamination Changes every day 30
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Table 4-1 (Cont'd)
5. Miscellaneous Services

On major problems, such as Metal Recovery or Thorex, this cost will run from
$100 to $200 per month for labor and materials.

6. Analytical Services

a. Iabor

Iabor can be estimated either on a man-month basis or on the number of

analyses.

(1) Man-Month Basis
The number of man-months x $600 = total lsbor cost.

(2) Wumber of Analyses Basis

The average labor cost per analysis by laboratories is approximately
as follows:

Cost/Analysis,

Type of Analysis $
Routine (uranium, gross B,
gross 7, nitric acid) 3
Radiochemical 5
Spectrographic 5
Neutron activation 50
Electron microscopy 50

Therefore, estimate the number of samples to be submitted by types of
analysis per month, and this number times the above labor cost is the
cost for analyses only. To this must be added costs for specific devel-
opment. (Specific development is figured on a man-month basis, and is
negotiated with the Analytical Chemistry Division.)

b. Analyticel Materials

Use 10% of the labor cost.

T. Miscellaneous Supplies

This item has to be budgeted for on the basis of estimated purchases for such

items as chemicals, stationery, laboratory supplies, instrument charts, small
tools, ete.
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Table 4-1 (Cont®d)
8. Pilot Plant Lshor

-This jtem is budgeted on the basis of $400/men-month for operator labor and
$600/man-month of technical labor.

The major cost item in this category is transportation costs for fuel. Other
items, such as payments far equipment or trapvel expenses, may be charged to sundry
expenses occasionally, but they are budgeted as other expenses. Sundry expenses
usually are less than $1,000 per month.

10. ZEngineering Services g

This item is usually budgeted on the basis of work order estimates.
1l. Worked Materials

Worked materials should be budgeted on basis of charges as shown on previous
operating reports.

12. "Expense Allocation

Multiply the total labor expense by 65%.
13. Health FPhysics

Maltiply the total labor expense by T%.
1k. Director's Depsrtment

Multiply the total labor expense by 3%.
15. Chemical Technology Division Distributed Costs

Multiply the total labor expense by 3%.
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by the accounting office to the Problem Ieader. The types of reportsdiffer. Capi-
tal expenditures are reported only as lsbor, material, and overhead expenditures; no
breakdown of the expenses 43. given. Operating costs are reported each month, and
these are given in detall by types of expense or expense symbols.

Operating expenses are reported each month on at least six different forms:

1. Materials purchase record
2. Accounts payable breakdown :
3. Igbor report
L4, Operating report
5. Worked materials report .
6. Work order report
From these six forms the Problem Ieader can determine exactly where every dollar went.

The materials purchase report (Fig. 4-6 ) is received on sbout the fifteenth of
each month. This report gives a detailed breakdown of the materials purchasedc@uring
the previous month, and the breskdowm is by expense symbols; i. e., for expense symbol
1, vwhich is miscellasneous maintenasnce materials, the Problem Igader will recelve a
1list of all the materials purchased on that symbol. For instance, the report will tell
him the work order nmumber that the material was purchased against, it will give him
the item number of the material, what the material is, the number of units purchased,
the cost per unilt, the :total purchase price, the badge nmumber of the person who pur-
chased the material, and the date it was purchased. This report is made for all ma-
terials, expense symbols 1, 2, 3, 5, and 9. It will also show him money that was
paid for msterials purchased from outside vendors; however, the material will be de-
scribed by purchese order nmumber, and not.by the name of the item. One material sym-
bol that is not reported on the materials purchased record is sundry materials, eX-
pense symbol 8. A breakdown of this type;of purchase or expense is given on the ace-
-ounts payable breakdown (Fig. 4-T-) sheet, which is also received about the fifteenth
of the month. This record will show vba;i; was paid out, i. e., the amount of money
and for what purpose, either for travel expenses or shipping costs, or money that was
baid to a vendor out of an accounts paysble source. Thus, these two forms give a
complete breakdown of all materials purchased for the previous month.

The third form, the labor report (Fig. 4~8 ) is also received on ebout the fif-
teenth of the month. This report gives a complete breskdown of the labor costs for the
previous month. It lists the mumber of the department that cherged for labor, the
expense symbol, for instance, 1, 2, %, or 9 that the lsbor was charged against; the
nurber of dollars charged is shown broken down into hourly, weekly, and monthly labor,
the total cost of labor charged by each depertment by expense symbol, and the total
expenditure to date. From this report the Problem Ieader can determine exactly what
all lsbor costs him., He can détermine his anslytical lsbor expense, his maintenance
expense, or his own department labor expense.

The information from these three reports is compiled into an operating report
(Fig. 4-9 ) and the operating repor‘b is received on sbout the twentieth of each month.
This:report gives a breakdown by expense symbol of the lebor and materiels expendi-
tures for the previous month. The form also shows the costs that were charged to the
program for worked materials, health physics, expense allocation, prorated charges
from the Director's Department, and prorated cherges from the Chemical Technology
Division. If costs were charged from Y-12 for isotopic assays, this cost is shown
on the operating report. The operating report also shows the cost for all previous
months in the fiscal year.

The worked materials report (Fig. 4-10) is received along with the operating
report and gives a breskdown of the worked materials charges shown on the operating
report. It shows the cost and kilowatt-hours of electriclty, the costs for steam
and air, tenk farm costs, and the cost for decontaminstion services.

e e
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Fig. 4—-9
DISTRIBUTION OPERATING REPORT - COST SUMMARY FISCAL YEAR | COST ACCOUNT
H. K. Jackson
J. L. Matherne oerT, Waste Metal Recovery Plant Opera- 1955 337049
C. W. Schersten COSTS ions
W. H. Lewis JuLy AUGUST SEPTEMBER| OCTOBER | NOVEMBER | DECEMBER TOTAL TOTAL
10 JANUARY J FEBRUARYX MARCHX APRIL X mMay X JUNE JULY=~DEC. JULY=JUNE
MISCELLANEOUS 1L 16 169 269 236 113 5,474
MAINT. SERVICES | 1w 43 392% 398 381 39 4,227
EQUIP. & BLDG. 2L 381 21,7671 12,7301 1,A7h|" 355 5,340
REPA IRS 2m 26 1,203 676 1,033 1,021 3,916
PRO. CLOTHING 3u 93 o5kl 1,1k 517 625 3,899
MISCELLANEOUS 4c] 5,339] Lol 50081 Lop7l 3,381 32,488
SERVICES 4M Who LhA 551 835 687 3,888
SUPPLIES 5M 523 36,975 L 212 9,002 1,000% 41,565
ENGINEERING 6L 253 g1 o722 575 3,156
SERVICES 6M -
DEPT. LABOR el 11,001 8,921 8,539 5,587 5,029 31,737
SUNDRY 8M " ofox ohf 859
REBUILDING & ot 8,390 2,1k2 3,699 1,300 6,268 30,481
REARRANGEMENT oml L A13 2,909 1,650 835 3,568 JB 234
SUPERV IS 1ON 10L 880 3,085 3,139 4,708 2,367 12,372
SUPP, LABOR 144
TOTAL 32,59 | 62,7201 31,Qkh| 31,361| 23,071 199,240

M|ANAL.cHEM, x-10] 4 5,568 5,270 5,6kh9 5,748 L, 057 36,07k
£ |ANAL.CHEM, ¥=12] 4
M|REPRODUCTION 4 10 106 ki3 11 109
o|BHOTOGRAPHY 4 1 11 27
A DIRECT
LABOR 1-2-9 8,k L.ot8] 5,908 2,88k 6,736 11,295

4-6-7-10-14{ 17,473 | 16,047| 16,867 | 15,628 | 11,hok 81,357
TOTAL 25,0171 21,025 22,775 18,512 18,160 122,652
B8 DIRECT
MATERIAL | 1-2-9 h782| 3,720 2, 7oh| 2.2hol| L A28 26,377

3-4-5-6-8 1,807 37,975| 5,645 | 10,600 283 50,211
TOTAL 6,679 1 1,695 8,39 | 12,89 L, 913 76,588
sasic costs (agn) 32,59% | 62,7201 31,Ikh! 31361 23,071 199,240
EXPENSE ALLOCATION 15,935 | 12,7971 b Lh6 | 131,667 ! 11,470 78,299
HEALTH PHYS!CS 2,052 1,846 1,953 1,601 1,5k9 10,535
SUB=-TOTAL
WORKED MATERIAL 3,877 hhoo| k7811 L 882| 5,412 29,316
METALLURGY LABS
TOTAL cosT (aRross) 56,455 | 83,506 | sk he6 | 51,006 | 43,038 328,152
PRODUCTION
UNIT COST
F. Y. TO DATE 384,607 | 468,133 | 522,559 | 573,655 | 616,693 328,152
% BUDGET EXPENDED ’
f. Y, BUDGET

*DENOTES RED FIGURE
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Fig. 4-10
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OPERATING REPORT FISCAL YEAR | COST ACCOUNT
RAW AND WORKED MATERIALS DETAIL 1955 237049
UNIT JULY AUGUST |SEPTEMBER| OCTOBER | NOVEMBER | DECEMBER TOTAL TOTAL
JANUARY FEBRUA& MARCH X APRIL X MAY X JUNE JULY-DEC. JULY-JUNE
- Q
$
Q
$
Q
$
Q
$
ai 8,50 | 8.50 8.50 8.90 8.90
Tapk Farm % S| 1,209 11,181 806 |1,3h6 999 8,672
Q 22,10 126,60 16,30 | 20,30
_Equip. Daecont,%! $ 957 | 1,1k 392 812 810
o] 2,08 2,28 1.96 2.06 1.99
S.F. et onsls 127 | auh 140 130 104k 1,172
el 5,331 5.33 5.33 6.15 6.15
Alr % s i7a | 21k 180 18k | 190 1,665
Q| 2,512 12,589 2,362 2,349 2,477 12,891
Steam ~ M-Ibs )| 1,635 |1,702 1,721 1,829 2,117 10,847
Q! 2,277 {2,084 3,013 3,511 3,985 18,472
= $ 252 257 290 378 Lhoy 2,116
Q 2.3 88 100 132 k7 801
Flect,  M-KWH| $ 483 | 435 502 623 657 k,034
Q
$
Q
S
Q
S
Q
S
Q
S
Q
$
Q
$
Q
Total s| 3,877 | 4,400 [4,781 |4.882 [ 5,412 29,316
Q
$
Q
$
Q
$
Q
$
Q
$
Q
$
Q
$
Q
$
Q
$

*Denotes Red Figure

GROUP WORKED MATERIALS AND RAW MATERIALS AND TOTAL EACH GROUP
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The work order report (Fig. 4-11) is received on the tenth to the fifteenth of
the month, and this form shows the labor and materials costs for each work order.
The materials are itemized by expense symbol and by item muber. The material is
described; the nmumber of units purchased, the unit cost, the total cost, and the total
cost to date are itemized for each material. Isbor is tabulated on this form by craft
codes; 1. e., the work order number is shown, the expense symbol, the deparitment that
did the work, the type of labor, (monthly is coded M, weekly is W, hourly is H) and
the craft codes are shown. The mumber of man-hours charged by each craft, the cost
per man-hour, and the total cost are itemizéd. In addition, the total number of man-
hours charged to date and the total cost to date are shown.

All six of these forms should be scrutinized very closely by the Problem Ieader.
Many things can be determined from these forms, but probably the most important thing.
for the Problem Ieader to determine is whether or not his expenditures are on sched-
ule with the anticipated expenditures. If the Problem Ieader does not do this, he
mey f£ind after eight months. of operation that he has spent his entire budget and bas
no more money to last him'to-Ehe end of the year. Frequently, one can find mistakes
on these forms, particularly on the materials purchased form, such as overcharging,
or charges to the wrong code,. Also, some people have a tendency to buy two or three
times as much materials as :they actually plen to use, and this type of person can be
spotted by examining the gquantities of materials purchased and the badge number. By
eliminating over-buying, the Problem Ieader can in many cases reduce his expenditures
to a reasongble level.

After the Problem leader receives these six forms, has scrutinized the costs;,
and is sure that he understands them all, he should tebulate the costs on a form ,
(Fig. 4-12) that shows the expenditures for the previous months of the year and come
pare his expenditures with his anticipated budget for that month. Although budgets
are made up and submitted at least twice a year, it is necessary for the Problem lea-
der to evaluate his budget status each month and revise his monthly estimates as he
receives better information and knows more details about the operations. Only in
‘this way can a Prcblem leader stay within his budget for an entire fiscal year.
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k.3 Commmications

4,3.1 Dissemination of Information Within the Pilot Plant Section

One of the most difficult problems in the administration of any large group
is the problem of transmitting informstion. This Phase of organization requires
as much or more thought and work than any other phase. Numerous methods of commi-
nication have been tried in the pilot plant » and even though these methods were
thought to be foolproof, Problem Ieaders and Operations Supervisors have been awak-
ened at night to answer the telephone and affirm, reiterate, or pass on new instruc-
tions to shift personnel.

Generally, three types of information are passed on:

1. Broad information concerning the section.

2. Broad information concerning the program.

3. Specific information concerning details of the Yrogram.

These types of information are conveyed orally or in writing. The information may
be either public (everyone can kmow) or private (only one or a few persons can know).

It is evident that several methods of conveying informetion are required. Some
of the methods used in the pilot plant have been:

1. Semiannusl meetings of the Section Chief with all members of the
section. In these meetings, the future programs of the Division
and of the Section were discussed.

2. Monthly and weekly meetings of the Problem Ieader with all technicsl
members of his group. In these meetings, the status of the program
was reviewed, and future plans were discussed. It also furnished

- an opportunity for group discussion of the entire program.

3. Daily meetings of the Problem ILeader with the technical members of
his group and other members from the section, or other sections.
In these meetings each person is given an opportunity to discuss
his particular problem, and the entire group can discuss immediate
problems freely.

k. Details of operation are conveyed by written instructions in a log
book, by run sheets, and by special forms.

4.3.2 Dissemination of Information to the Operating Group

k,3.21 Monthly Shift Supervisors Meetings

Each month, the Problem Ieader should meet with the Shift Supervisors in a group
meeting. The Problem Leader should review the pilot Plant program---its objectives,
status, and accomplishments or failures. Each Group Leader, Chief of Operations,
Chief Engineer, Construction and Maintenance Engineer, etc., should discuss the sta-
tus of his work and the future work of the group. This meeting also gives the shift
supervisors an opportunity to discuss their problems between themselves and with the
Group Leaders. This type of meeting results in improved morale of the Shift Super-
visors (they feel that they are part of the technical staff and not merely operators),
greater unification of the whole group » and, often, valuable suggestions from the
Shift Supervisors that improve processing efficiency.

These meetings require careful planning. An agenda should be prepared, and
the Group Ieaders should be notifed sufficiently in advance that they can prepare
an informative, well-organized talk.
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4.3.22 Weekly Shift Supervisors Meetings

The outline for a weekly meeting is similaxr to the monthly meeting except that
the scope of the subjects is narrower and the meetings are usually held only during
processing periods. Weekly meetings usually are not held during shutdowns for equip-
ment revisions.

The mein topic at a weekly meeting is usually the process run gbout to be made.
The run conditions (flow rates, concentrations, pulse characteristics, etc.) are
given, and the run profile (startup, equilibrium operation, and manner of columm
shutdown) is described. All other pertinent information, as well as side-light
Information, 1s given to the Shift Supervisors. .

The chief objective of weekly meetings is to present all the information con-
cerning the run to the Shift Supervisors so that they will be prepsred to make in-
telligent decisions and exercise judgmenh™ during the run consistent with the ob-
Jectives of the run.

4.3,23 Deily Meetings

The Problem Ieader should meet each day with technicsl menbers of his group

. as well as interested persons from the Division who wish to come to the meeting
(design engineers s chemists, unit operations engineers). These meetings should
begin promptly at a specified time each day and usually last 20 to 30 minutes. The

. Problem Ieader should allow everyone attending to briefly discuss his work, pre-
Senting an up-to-the-minute status.

4.3.24 Run Sheets

An exact, step-by-step procedure for making a process run from startup to shut-
down and all the data sheets required for recording the desired chemical and equipment
process data are given to the operating group in a run folder. The run folder also
contains the run conditions, sampling schedule, and waste disposal information, as
well as all other information reguired to conduct the run properly. For example,
the run folder fortleThorex Pilot Plant run conteins 15 individual folders, which
have a total of about 112 pages of typed, mulbilithed information.

These sheets are usually prepared by one persong usuelly Assistant Chief
of Operations, who coordinates the requirements of all the operational groups---data,
englineering, chemist, ete. Often, if a change is made in the run, the run sheets
will have to be changed in four or five widely separated places. This requires that
the person preparing the run sheets practiecally memorize them as well as the equip-
ment flowsheet. He also is responsible for:keeping the run sheets up to date, and
in order to do this, he must have a detailed knowledge of equipment revisions or
additions. This person usually has to determine the exact procedural detaills for
operating newly installed equipment.

After the run folder has been prepared, it should be checked and approved by
the leaders of the pilot plant groups before it is given to the shift personnel.

k.3.25 Program log

The program log is a bound notebook in which the Chief of Operations transmits
daily instructions or information to the shift persomnel. The entries are usually
made about 3:30 p.m. and usually concern the next 24 hours of operation. On Friday
afternoon, the program for the weekend is written.
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4.3.26 Shift Iog

The shift log is a bound notebook in which shift personnel write a log of the
events on each shift to inform succeeding shifts the status of operation.

4.3.27 Standard Procedures Book

The standard procedures notebook is a loose-leaf notebook which contains pro-
cedures for doing standard operations, such as operating the sampling equipment,
transferring wastes to the tank farm, and operating the off-gas ventilation equipment
in the stack area.

4.3.28 Ietters

Occasionally, it is necessary to transmit some instructions or information to
the operating group and be sure that everyone on shift has read the information. This
is usually handled by writing a letter to the operating group and typing the initials
of all shift personnel on the letter. After the operating persomnel read the letter,
they initial it to indicate that they have read and understood the letter.

4.3.29 Conversation

A1l day-shift technical personnel are on 24-hour call during a process run to
assist the Shift Supervisor if necessary. Most of these calls are made by telephone;
however, to personally contact the 12-8 shift personnel, the group leader may come
to work earlier than 8 a.m.

Even though the telephone is such a common-place instrument, it is a very im-
portant commumnications link for the Shift Supervisor. For instance, the Shift Super-
visor rarely is given authority to dispose of marginal quantities of valuable mater-
ials in a waste solution; the approval mist come from a higher supervisory level.
Therefore, the Problem leader must establish authorization procedures and should en-
sure that one or more persons are always available on call, including holidays and
weekends, during a process run.

4k.3.3 Recommendations

Many individuals in a pilot plant make valusble recommendations for which they
do not have the prime responsibility. In genersl, these recommendations should be
discussed with all interested parties, and then submitted to the individual who does
have prime responsibility for the matter. The originator can make the recommenda-
tion either verbally or in writing, at his discretion. If made in writing, the Chief
of the Pilot Plant Section and the Problem Ieader should receive a copy. Written
recommendations can be quite informal, but should be reasonably well thought out.

A person who receives a recommendation should discuss it with the originator
within a reasonable time, and should advise him of the action, if any, to be taken
on the recommendation. If no action is taken, the reasons therefore should be sta-
ted. This can be done either verbally or in writing, at the discretion of the per-
son receiving the recommendation.

If after a reasonable time the originator feels that his recommendation is not
recelving proper consideration, he should mske the recommendation directly to the
Section Chief, either verbally or in writing, and, if it is written, the Section
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Chief will reply in writing within & week, if at all possible.

%.3.4 Reports

The value of the materiasls that a radiochemical separations pilot plant produces
cannot be discounted, and the information transmitted to the Commission pertaining
to the over-all results of & program are important, but it is more important that
the technical information and the know-how from 2 pilot plant be recorded and trans-
mitted to design and research people so that the smount of guesswork for the design
of new plants may be reduced to a minimm. Reports must be written on every phase
of operations because a production plant will be concerned with the same phases only
on a larger scale. Plant construction and operation schedules msy also be geared
to some pilot plant operation. Pilot plant reports must be timely, factusl, and acc-
urate to achieve their meximm value to others. .

There are two general types of reports: progress reports and finsl reports.
Run sumraries, equipment reports, radiation reports, status reports, in fact, any
report that is issued periodically and contains timely information, can be classed
ag a progress report. A progress report is sometimes called a private or privileged
report. A final report is sometimes called a terminal, a closeout, or & public re-
port.

The progress report presents e changing, uncompleted picture of the progress
(or lack of progress) being made to bring a problem to completion. The final report
does not report progress---it reports success or failure.

Both progress and final reports may conbain middle-ground information; that
is, a progress report may contain final, definitive information, and a final report
may contain interesting and useful, but unconfirmed, infcrmetion.

When wrlting a progress report, the writer has certain privileges not enjoyed
vhen writing a £inal report. A progress report may be written in a rather informal
(but still quite professional) style, but a final report mst be written in cold,
exscting language. _ '

4.3.41 Progress Reports

a. Funetions. The progress report is written for two broad reasons: (1) to
convey information, and (2) to provide a record of information recently obtained.
There are several functions of a progress report, probsbly the most important one
being to inform Manasgement of the progress being made on a research problem, the pro-
blemsbeing encountered, and what is to be expected in fubture work. The progress
report either reassures Mansgement that the investigation is proceeding wisely, or
it may reveal that the work should go in a new dircetion, requires additional help,
or needs technical guidance.

Progress reports help to convey new information to other research groups in the
orgenization. This helps to avoid overlapping of work. Also, these reports are
helpful when it is necessary to adjust the resesrch schedules of several coordinated
groups. When work is sponsored or paid for by organizations other than the writer's,
periodic reports are regquired to keep the customer informed of the progress and to
foster a good client-consultant relationshipe.

Writing a progress report that meets high professional standards benefits the
writer: it causes the writer to organize his work, to think logically and clearly,
and-bo evaluzbe his gecompiisiments: It is much eftsier to write a final repoart when
several progress reports have been written, because ¥he iAformation was sorted, ana-
lyzed, and evelunted when new. In addition, progress reports keep the wiiter's name

-
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in front of Management, and after several reports, the name is fixed indelibly with an
impression of the writer.

b. Distribution. The writer of a progress report usually mekes up the distri-
bution list of persons who he believes will be interested in recelving a copy of the
report. The writer usually has no control over the distribution list Ffor a final
report.

c. Scope. The definition and functions of a progress report form a background
for determining the scope of the report. Essentially, the scope should include all
the availsble information that is necessary to fulfill the functions of the report.
It should include data; a description, exposition, and evaluation of the data (inclu-
ding facts and intelligent opinions, each clearly defined); problems encountered and
how they are to be solved; and the future program of the investigation. Of course,
the report should not be slanted in a manner that would be detrimental to the wri-
ter's employer, nor should preliminary data be emphasized. This is legitimate, be-
cause it is reasonable to assume that temporary setbacks will be resolved with con-
timied investigation.

An important point for the writer to remember is that the report should not con-
tain sensational information until the information is substantiated, nor should the
report be written in a sensational menner. Usually this type of information or style
of writing has to be watered down in subsequent reparts.

d. Statement of the problem and background. In an initial progress report,

a complete statement of the problem and the background of the problem should be given.
The importance of this investigation should also be related to allied Investigations
(if others are being conducted). If the investigation is of limited importance,

it should be stated. (Radiation reports are more important to the Pilot Plant Sect-
lon, usually, then to other groups.) In subsequent reports » & much more concise
statement of the problem mey be written, but clarity should not be sacrificed. There
should not be any doubt in the reader’s mind of the exact nature of the problem.

e. Description of the work. The writer should state what was accomplished
during the report period. He should include data and observations s and these should
be presented lucidly, using curves, simple tables, drawings, and photographs.

Scme writers wonder if test or run conditions should be reported from month
‘to month when the conditions have not been changed (for example s column dimensions,
pulse stroke, frequency). The answer is yes for two reasons: (1) the reader does
not have to refer to previous reports to refresh his memory (he certainly camnot
remember these things), and (2) it is much easier to write the terminal report when
all data are recorded for consecutive periods.

f. Evaluation of the work. The work should be evaluated in reference to the
immediate significance of the work and to the long-range significance to the over-
all problem. Statements of fact should be substantiated by incontrovertible evi-
dence, and statements of judgement should be explained, giving the reasoning used
and the facts employed. It may be necessary to refer the reader to experimental
data presented in previous progress reports (complete reference required) or it may
be desireble to review and consolidate previous date for presentation in the curr-
ent report. The writer should judge for himself the requirement in each case, re-
membering that the report is written for the reader and not the writer.

g. Program schedule. Each progress report should contain a Pprogram schedule,
and progress (or lack of progress) for a report period should be reported in terms
of the schedule.

The report should indicate whether or not the schedule is being met and the
period of time ahead or behind schedule. The reasons for the program status should
also be given. Any difficulties that have upset the schedule should be explained.

If it appears that current difficulties will upset the fubure schedule, an explana-
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tion should be given. If additional help is required to meet the schedule it should
be stated. Also, the program for the next report period should be presented.

h. Deeisions. The reader should be kept informed of any significant decisions
that affect the over-all program. The decisions should be reported clearly and com-
Pletely with all the attendant facts and reasoning behind the decision. -

4.3.42 Final Reports

Final, or terminal, reports ere written after a program has been completed.
Usually (unless restricted because of security reasons) final reports are published
as formal CRNL reports and are given wide distribution in the Atomic Energy Comm-
ission. Because of this, the standards imposed upon the writer are higher than for
CF memos. The language must be exact, and the mekeup of the report must be highly
accepteble. A final draft of the report mmst be edited by the Chemical Technology
Division Reports Editor and approved by the Division Director before the report can
be I%ished. There are two guides forana:(x r to follow in writing a final re-
port{10s 17) and several examples to follow.(18-23) '

Before writing a terminal report, the aunthor should prepare a detailed outline
of the proposed report and submit it to the Pilot Plant Seetion Chief for approval.
This will save the writer conmsiderable time by not having to change the organization
of the report after the first draft is written. After the draft is prepared, the
repert mst be reviewed by the reviewer for the Pilot Plant Section and approved
by the Section Chief before it is submitted to the Bivision Director for approval
and publication.

4.3.43 Run Summsries

A run sumary is a report issued after a processing run is completed in the
pllot plant. The report contains a complete tabulation of all the data from the
run, as well as a complete eveluzation of the run and a comparison with other ex-
perimental date. The reports should be issued as soon as possible after run com-
Dletion. In major pilot plant programs, such as Purex and Thorex, the goal of the
dete group 1s to issue the run summery within three wetks after run completion.

During the Purex program, the organization and style of the run summary was
developed, and Thorex run summarles were sebt up almost identical to the Purex summ-
a.ries?@ﬁ’ 25) During the Thorex program, a routine procedure for writing and pub-
lishing the run summeries was developed. The procedwre is:

8. Assemble the data from analytical reports, log books, run sheets,
check sheets, and instrument cherts.

b. Evaluate the data, and request additional date if necessary.

c. Organize the outline of the report such that the report will repre-
sent the true results of the run.

d. Organize the data and discussions into a rough draft.

e. Evaluate the entire body Sf data and discussions.

f. Polish the written part of the report.

g. Prepare an index of figures, tables, flowsheets, flow diagrams, ebc.

h. ZPrepare an introduction and summary.

i. Circulate the summary sectlon of the report among other persomnel
to pick up errors, discrepancies, deletionms, ete.

J. Polish the entire report, correcting errors, deletions, etec.

k. Have the report edited and make editorial corrections. Resubmit
the report for editorisl approval.
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l. Type the approved draft on mats, proofread, and submit the report
for final approval.
m. Have the report reproduced and distributed.
The outline of the report changes very little from run to run; it is changed
only in the subsections of the report when some phase of the process has been stud-
ied more or less closely than previous runs.

L.3.4: Veekly Radiation Exposure Reports

Each pilot plant handling radioactive materials should write a weekly radia-
tion exposure report. Any report, including this type, has two broad functions:
to convey timely information to the reader, and to serve as a record of data, ob-
servations, and conclusions for further reference. The first function can best be
served by getting weekly reports written and distributed quickly---within one week
following the report week. The second function will best be served by setting up
a skeleton outline of the weekly report with form sentences (leave blank spaces
for numbers), tables and figures, and leaving sufficient space for additional comm-
ents. With this system, less than a day's work will usually be required to write
‘the report.

a. Objectives:
1. To be used as a tool for analyzing operations.

(a) Determine sources of radiation and necessity of additional shield-
ing, restricting areas, or more strict personnel radiation control.

(b) Determine the relation between unexpected operational upsets and
personnel exposures and building radiation levels.

(¢) Determine which persons chronically receive excessive exposures and
OVEerexposures.

2. To be used as a tool for planning operations.

(a) After analysis of operations is completed, the conclusions may in-
dicate the necessity for some immediate action regarding the equip-
ment or personnel, or they may indicate satisfactory conditions
and no need for immediate action.

(b) After several weeks of analysis, future action may be required
which may affect the budget, manpover, maintenance requirements, etec.

b. List of data and information to be included:
1. Data

{a) Table showing how much exposure was received, where received, and
how (by areas and jobs).

(b) Figure showing total exposure , aversge exposure, number of over-
exposures.

(c) Table showing individual exposure data.

(d) Table showing building surveys (note on the teble which equipment
is unit shielded and which is not).

(e) Table showing the nuiber of times a job was done or an area was
entered, total exposure received, and the average exposure received
per area or Jjob.

2. TImformation

(a) Summary statement of whether the plant was running or shut down.

If running, what was being processed. If shut down, why it was
shut down, and what work was being done.

(b) Statements of conclusions based on the data analysis.

(c) Statements of action to be taken, if any, and whether it is immed-
iate or future.
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k.3.45 Quarterly Radiation Exposure Reports

Weekly radiation exposure reports form the background for a quarterly report.
The subject of radiation exposures in processing plants over extended periods is
an important and sensitive subject, and for this reason, reporting of exposure data
requires factual and penetrating anslysis, and logical conclusions. The report
mst present unified thought of the Pilot Plant Section, and should represent the
best interests of the Chemical Technology Division and Oek Ridge National Isborstory.
The readers of this report will be competent engineers and physicists~---the
report mist be equally prifessional.

a. Objectives:

To give design and operating engineers an over-all picture of radiation

exposures, radiation levels, and air and surface contamination in a

directly maintained radiochemical processing plant.

To tell where, how, and why exposures occurred.

To present a correlation of the exposures with the design and routine

operation of the plant.

To describe unusual operational events and their effects on the plant

radistion picture.

To tell of equipment, shielding, or operational changes that were made

because of radistion considerations.

b. List of data and information to be included. The format for this report
should conform to the standard formal report, i. e., Contents, Abstract,
Introduction, Swmary, Body, Bibliography (references), and Appendix.

l.
2.
3.
!#Q

50

1.

2.

Data

(a)

(v)
(c)
(a)
(e)
(£)
(2)

(n)

Complete routine exposure dsta on all operating and meintenance
personnel and, if availeble, other personnel, such as analytical.
These data include: +total exposure, average exposure, and number
of overexposures.

A breakdown of the exposure deta into locations and jobs.

Speclal exposure studies, such as decontamination, maintenance, or
some operation done under strict supervision and close radiation
control.

Flant radiation surveys, by locations or functions of equipment
or both.

Alr surveys.

Contamination (smear) surveys.

A list of radiocactive area equipment failures and the radiation
exposure resulbting from each faillure.

Special shielding ‘studies.

Information

(a)

.(p)
(c)

(a)
(@

(£)
(gg
(n

(1)

What the plant was processing, the radiation levels, decay period,
ete.

What was done during downtime, if the plant was shut down.
Correlation of all the data with plant operations and radiation
measurements (surveys and exposures).

Conclusions based on analysis of data.

Wehat action was taken to control personnel exposures, etc. s Guring
the quarter and the results.

What further action is necessary.

Iong-range planning, if such is contemplated.

A few megty, significant recommendations » based on the data, to
design engineers to improve plant design.

Discussion of measurement techniques (e. g., comment on £ilm badge
and dosimeter readings).

BUSARE
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4,3.46 Pilot Plant Cost Reports

Budgeting, estimating monthly costs, and analyzing monthly expenditures give
the Problem Ieader an intimate knowledge of the costs for his problem. These are
important duties of the Problem ILeader, but in order for benefits to be realized
from these paper studies, this knowledge must be reported to all members of the
group, for they are the persons who spend the money. No amount of studies of past
expenditures can equal the effectiveness of controlling costs at the time the expen-
ditures occur. Cost can be controlled only if all members of the group have a know-
ledge of purchase prices, labor rates, and various overhead charges.

In addition to the interest of the immediate group in knowing costs, others
outside the pilot plant---Management, design engineers, chemists, and equipment
development engineers---and outside the laboratory---the AEC production site per-
sonnel and industrial managers---have more than a passing interest in knowing the
pilot plant operating costs. A well-written, informative cost report is as impor-
tant to public relations as a process development report.

Many types of cost reports have been published by the Pilot Plant Section.
These are:

l. Costs of several consecutive problems

2. Cost of a single problem

3. Fiscal costs for a problem

k., Monthly operating costs

5. Construction costs

6. Analytical costs
The first of these reports, costs of several consecutive problems, is illustrated
by ORNL CF-55-6-81. In this report, "Summary of the Metal Recovery Building Program
Costs," seven programs in the Metal Recovery Building are described; the total cost
for each program ?ng unit recovery costs are presented; and the program costs are
briefly analyzed. 2_) This report presents the total capital and operating costs
for each program, but does not detail the costs.

The second type of cost report, the cost for a single problem, is illustrated
by ORNL CF-54-8-80, "Operating Cost for Recovering Uranium from Tank Farm Waste
Solution."(._7 This report gives the tobal operating cost and unit costs for re-
covering 101 tons of uranium and 208 grams of plutonium in a 13-month period. The
cost is itemized by types of expenditures, and the costs of various process chemicals
per pound of uranium are tab\zlg‘bed. Other reports of this type have been published
by the Metal Recovery Plant.(1l9; _2_1.)

A report titled "Purex Pilot Plant Cost Su.mmarg §or F. Y. 1952" gives a detailed
breakdown of labor, materials, and overhead costs. (__ This report illustrates the
third type of cost report, i. e., a report of fiscal costs for a problem.

Monthly operating expenses have been reported in two types of reports. One
type (29) giveg a detailed breakdown of the labor, materials, and overhead costs.

A second type ?_?ﬁ) shows the monthly expenses for all Pilot Plant Section accounts.
The Problem Ieader’'s estimated expenses for a month are compared to the actual costs,
and the rate of expenditure is compared to the scheduled rate for the fiscal year. .
In addition, the basis for the estimate and the program assumptions for each problem
are listed.

During construction of the Thorex Pilot Plant, a construction cost report(.3_1.'.)
was published each month. These reports were very brief, consisting usually of one
table in which the monthly expenditures for several phases were itemized, and the
accrued expenditures for each phase were compared to the percentage of job comple-
tion.
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Several analytical cost reports have been published. One report presented a
study of the cost of analytical services for ?he Purex Pilot Flant, describing sev-
eral factors that influence anmalytical costs.(12) Another report presented the
ical Technology Division costs for analytical services over a several-month period. 11‘
Other reports, issued monthly, deseribed the Chemical Technology Division analytical
costs and the number of Analytical Chemis‘h:g Division personnel supported by the
Chemical Technology Division each month.

h.3.5 Manudls _
4.3.51 Operating Memuals

Prior to the operation of a pilot plant an operating manual should be written
by technical menbers. of the pilot plant opereting group. This manual should con-
tain a fairly complete summary of background information, that is, the chemistry
of the process, the advantages of the process, and the use of the process. It should
contain a section on operating Procedures for special equipment and information,
such as, specifications, toxicities, and instructions for handling process chemicals.
An operating menual is valusble in two ways: in the training of new technical and
operator personnel in ‘the pilot plant and as a reference for the operating group.

In the Purex Pilot Plant an informal type of operating manual was writbten. As
Information was developed, it was typed and mltilithed and these sections were
put into a looseleaf notebock. Approximately 10 copies were prepared and were dis-
tributed among meribers of the Purex Pilot Plant group. Each notebook was classi-

" fied secret rough draft. This type of binding made it easy to insert new informs-
tion and to revise existing informetion. Administrative information in this manual,
summarized from ORNL Standard Practice  Procedures, included such information as
hours of. work, overtime policies, and vacation policies. .
er? marual for the Test Facility was prepared differently from the
The Test Facility manusl was written and published as a bound
document(33) and was given wide distribution not only to the Test Facility group
but to others ‘in the division working on the same problem. This mamial contains
chapters on the process chemistry, equipment. descriptions, detailed equipment ope-
rabing instructions, process materials data, and safety. The material for the
Test Facility manual was contributed by pilot plant personnel, design engineers,
and laboratory chemists and was edited by one pilot plant person. There are two
- conclusions drawn from the preparation of this mamel: First, the inclusion of
detailed opera.ting procedures for all the equipment proved to be worthless to the
operating group because the procedures were obsolebe very soon after the equip-
ment was started in operation. After the equipment was put in operation, a mmber
of minor piping changes were made and valves were baoth installed and removed over a
period of several months. It was virtually impossible to contimue revising the
operating instructions as these changes were made and, because the document was
bound, it could not be changed easily to take the newer information. Secondly, a
description of the equipment was incorporated in the mamial. This would have
been better put into a separate equipment manual. It would be better if the ope-
rating manual contained only information that probsbly will be true for a long
period of time, other less permenent information being put into a separate type
of mamual which can be changed easily.

The preparation or writing of an operating mamusl is a tedious and exacting
Job and for this reason the selection of the writer or editor requires considerable
thought. The writing of an zverage operating manual containing 200 o 500 pages
takes easily over two months of full-time work. The writer must have a fair back-
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ground in the process before he begins to write, and, as he writes, he will reqguire
more detailed knowledge of the process.

If an editor is selected to combine the writings of several contributors to the
menual, he must be a congenial type of person and must have the ability to persuade
others that their contributions will be of value. He must also have the ability to
persuade the contributors to submit the material by deadline dates. The writer of
an operating manual should have had considerable writing experience and should be
recognized as a good report writer. A new employee without previcus reporting ex-
Perience or an older employee who is a poor writer would find the job of preparing
the operating manual an extremely frustrating experience.

The process chemistry section of an operating manual should contain not only
a description of the flowsheet but should contain basic laboratory data and infor-
mation. For example, it should contain sections on stage heights, distribution
coefficients, decontamination factors, throughput data, and other basic studies
that were made on a laboratory scale. This type of information often is very help-
ful to the shift supervisor in trouble-shooting column misoperation. Wherever possi-
ble figures and tables relating to fundamental data should be inserted in the process
chemistry section.

An operating manual should also contain a bibliography of reading material re-
lated to the process. This information is helpful in training new technical per-
sons who wish to get a wider background on the process than is presented in the ope-
rating manual.

4.,3.52 Equipment Manuals

The equipment manual in the pilot plant supplements the operating manusl. It
should contain a list of all the equipment in the pilot plant, a description of the
equipment, its operating data and dimensions, piping, etc. The manual should con-
tain numerous simplified sketches of the equipment. It should also contain instru-
ment lists and piping lists as well as instructions for operating special equipment,
special maintenance procedures, and special lubrication procedures.

The equipment manual serves as a reference book for the shift supervisor. Many
times in a period of operational difficulty the shift supervisor must look up some
reference to obtain information, and most often the reference is a detailed drawing
of the piece of equipment. ZEngineering drawings are not handy references because
it usually takes - 'the shift supervisor too long to determine some dimension or loca-
tion of a piece of equipment; schematic drawings with dimensions are much better.

It is usually a difficult job to train an operator to read engineering drawings.
A well-prepared equipment manual is a valuable training aid for operating personnel.

An equipment manual should not contain all the vendor's information that has
been received on the pilot plant equipment. It is much better to file vendors'
information in a separate file, but for specialized equipment, for example, a cen-
trifuge, some of the vendors' information may be incorporated in the equipment man-
ual. In the case of the centrifuge, special operating instructions could well be
included in the manual, as well as lubricstion instructions and the more frequently
needed maintenance instructions.

The preparation,format, and type of binding for an equipment manual are very
similar to those of the operating menual, and each problem leader should decide
for himself which type of document should be prepared.



T s T R T N Y N T Tt X T R T

~67=

4.3.6 The Preparation and Review of Pilot Plant Reports

One person in the Pilot Plant Section acts for the Section Chief in the capa-~
city of critic and reviewer of all reports written for distribution outside +the
Pillot Plant Section. The objectives of his work are:

1. To assist in making reports adequate in quantity and outstanding
in q_ua:,ityo :
2. To assist each member of the section in increasing his proficiency
as g report writer.
In addition to reviewing reports in their finsal form, the reviewer is svailable dur-
ing the preliminery stages of report preparation to discuss such items as objectives,
organization, style, scope, title, and distribution.

After preliminary discussions of the report, if any, have been completed, the
report writer should assume responsibility for preparstion of the best possible draft
to submit for formal review. After ensuring that technical matters have been trested
in proper detail, accuracy, and perspective, the report writer should give abttention
‘to improving sentence structure, vocabulary, and genersl format of the report. The
report should be rewritten until the writer feels that he hes done his best. The
Tinal draft should be typed and carefully proofread before submission for review.
Over a period of time the report writer's ability to prepare reports will be Judged
Jargely by the quality of this draft.

The review should be concerned primerily with the technical content of the re-
port and not with grammsr, spelling, or punctuation. The reviewer will also criti-~
cize the general composition of the report and will make sure thet the report repre-
sents the best interests of the Pilot Plant Section and the Division.

After the reviewer has approved the report, the Section Chief reads the report
for final spproval.
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k.4 Health Physics Services and Radiation Control

A complete radiation control program, established in the Purex Pilot Flﬁ.?t,
and attendant Health Physics services are described in a published report. §__
Other pilot plant repor%s desgsibe radiation and exposure conditions during Purex
Pilot Plant operationms. 32, 36 Weekly and qu?rt?rly radiation exposure reports
have been published by the Thorex Pilot Plant.(37



4.5 Instrumentation

All pilot plant instruments should be serviced and repaired by Instrument De-
partment personnel and not pilot plant personnel, The type of service required from
the Inmstrument Department depends on the mmber and type of instruments installed
in the pilot plant and the length of time the pilot plant has been in operation.
Initially, and until the pilot plant is running smoothly, an instrument engineer is
required full time, and, as the instrument troubles lessen, half or part time. After
several months of operation, the instrument engineer may be called only when necess-
ary. )

The same tapering off of service is usually followed for instrument technicians.
If the pilot plant contains a large number of instruments or several umusual or un-
tried instruments, such as newly developed analytical instruments, an instrument
techniclan may be assigned full time to each shift, working under the direction of
the shift supervisor and instrument engineer. If full shift coverage is not necess-
ary, en instrument technician may be assigned to the pilot plent on the day shift
to repair, test, or install new instruments.

If only routine servicing or minor repairing is required, shift instrument
technicians are on call 24 hours a day. These men work throughout the Iaboratory;
and will report to a pilot plant only when requested. Regularly recurring servicing,
such as changing charts, filling pens with ink, or making minor adjustments, can be
set up on a schedule with the foreman in charge of the shift group.

It is the responsibility of the instrument engineer to furnish shift instrument
technicians with all information required to service the instruments, such as chart
changing schedules, dating and inking instructions, and types of charts required.

An instrument list, giving the specifications for each instrument, should be avail-
gble in the pilot plant control room. The instrument engineer should keep the in-
strument 1ist up to date as new instruments are installed or as instruments are mod-
ified. A central location for obtaining instrument charts should be provided in the
pilot plant. . :

The instrument teckmnician should record what he did in the pilot plant by writ-
ing in a pilot plant instrument log book. (In the Thorex Pilot Plant, instrument
cherts, small supplies, and the instrument log book are kept in a partitioned-off
section of the opersting ares called the "instrument cage".) The instrument tech-
nician also writes a record of his activities in the shift instrument log book,
which is kept in the foreman's office.

Services and techniques for instrument servicing and repair are easily set up,
having been developed over a period of several years by both the Instrument Depart-
ment and the Pilot Plant Section. One of the problems in operating a pilot plant
is to 'set up techniques which ensure that the operating personnel mske systematic
and regular checks of iInstrument readings to determine that they are within opera-
ting limits, to spot malfunctions of equipment, or a possible trend toward malfunc-
tioning quickly before serious trouble develops, and to record the exact nature of
the trouble and the remedial action taken. In the Purex Pilot Plant, the follow-
ing techniques were developed:

' l. Instrument check lists. The instrument engineer prepared three separate
‘ check lists (Fig.4-I9: a list for checking the instruments every 15 min-
utes, every hour, and every four hours. On each sheet several instruments
were listed in one column, and in a second column the set-point for each
instrument was shown. In two columns the operating limits were shown,
one column listing good (or desired) operating limits and the second list-
ing satisfactory limits. In g f£fifth colum, remarks pertinent to the
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ingtrument check were made; for example, if a vessel vent pressure was too
low, the checker wgs instructed to check the main header pressure.
Engraved signs. Operating limits for instruments were also engraved on
tic squares and installed on the conirol panel. However, some check
list is req,m.red to ensure ‘the operators' meking e systematic routine check
of the instrument readings.
Instrument Failure Form.™ Whenever an instrument required correction or
repair, the shift supervisor filled out an Instrument Failure Report form
(mg.la-vlh). The form was devised to obtain a more complete and accurate
account of ingtrument dperation and the vumber, kind, and frequency of in-
strumsnt failures, in addition to determining that the necesssyy repairs
or adjustments had been con;ple'i;ed.. The form provides space for recarding
‘the Pollowing dzta: ‘«
8) A number used for indexing.
b) The muber and type of instrument.
e) The trouble noted, such as low reading or pcor control. This is
not intended to be a dlagnosis of the failure.
2‘13 The pame of the person originating the report; the time and date.
e) The cause qf fpilure. This should be recarded by the instrument
machapié' o the information should be obtaired from him.
(£) Correction required. ThiS should be recorded by %he instrument
mechanic or the informstion should be obtained from him.
(g) The name of the instrument mechanic making the repair; the time
. and date. v
(h) Suggested changes in pfocedure or equipment: to prevent recurrence
"~ of ‘the trouble. ’
The reports were collected. and checked each day by the instrument engineer
and the head of operations. The reporits were filed and cross-indexed to
determine recurring failures of the same instrument.
Routing of instrument charts. A4n instrument chart constitutes prime dakta
from processing operations and should be regarded as such. In Purex opera-

" tions, many times instrument charts would be taken from the control room

by the engineering group or be hkeld by the opergting group, and the data
group would receive aply some of the charts. Often charits would not be
returned to the data group, and would be found in desk drawers snd files.
To correct this situation, the instrument technicien was imstructed to
Place all instrument charts in a box and all cheris were to be delivered.
to the data room. The data group was rosponsible for £iling and storing
all charts, and all other groups requested charts from the data group on
& loan basis.
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Fig. 4-14

Instrument Failure Report Form

The principal reason for this form is to obtain a more complete and accurate
account of instrument operation and the number, kind, and frequency of instrument

failures.

In addition it will provide a means of determining that the necessary

repairs or adjustments have been completed.

Description of the Form. The form provides space for recording the following data:

1.
2.

3.

b,
5.

6.

70
8.

A number which will be used for indexing.

The number and type of the instrument, e.g., B-30 LI and SG.

The malfunction such as low reading or poor control. This is not intended
to be a diagnosis of the cause of failure.

The name of the person originating the report; the time and date.

Cause of failure. This should be noted by the instrument mechanic or the
information should be obtained from him.

Correction required. This should be noted by the instrument mechanic or the
information should be obtained from him.

The name of the instrument mechanic making the repairs; the time and date.
Suggested changes in procedure or equipment to prevent recurrence of trouble.

All these data should be noted as completely but as briefly as possible. The reports
are collected and checked each day. A file is kept to provide a cross index to recurr-
ing failures on the same instrument.

INSTRUMENT :

TROUBLE:

REPCRTED BY: TIME: DATE:
CAUSE OF FAILURE:

CORRECTION REQUIRED:

CCRRECTED BY: TIME: DATE:
FROCEDURE OR EQUIPMENT CHANGE SUGGESTED:
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4,6 Meintenance Services

Procedures for submitting blanket, regular, and emergency work order requests
for approval are given in the ORNL Standard Practice Procedures Manual. These pro-
cedures are straightforward; the required paper work is simple and takes very little
time.

Aside from msjor construction programs (Sectim2.3.3) » & pilot plant requires
three types of maintenance service:

1. Nonscheduled minor maintenance or repair (called "shift maintenance"),
necessitated by minor equipment failure which usually requires less
than 8 hours.

2. Scheduled routine construction and msintenance done by day-shift
Personnel. These jobs usually take more than a week.

3. Scheduled high-priority construction and maintenance. This type
of work is usually too big a job for shift maintenance personnel
to accomplish by themselves and requires day-shift craft supervision
and manpower.

A request for minor maintenance on shift is handled by personal conversation
between the pilot plant shift supervisor and the shift meintenance foreman. A blan-
ket work order is written for each job. The other two types of maintenance, routine
and high priority, require & systematic procedure for transmitting requests to the
Mechenical Department. The Purex Pilot Plant established the following two proced-
ures for transmitting information, and they were very satisfactory over a long per-
iod of time.

4.6.1 Procedure for Routine Construction and Maintenance

1. At 1:00 p.m. each Wednesday, the Chief Pilot Plant Engineer will
furnish the Mechanical Department, Area Engineer, with the necess-
ary Jjob lists, sketches, and drawings for the work which the pilot
plant feels should be accomplished during the following week. Two
copies of job lists and one print of sketches or drawings will be
furnished.

2. At about 1:15 p.m., these two engineers will go to the Area Main-
tenance Office and discuss the proposed work with the Area Craft Fore-
men. All personnel in the pilot plant concerned with maintenance
and construction will be available to furnish eny required infor-
mation. The pilot plant engineer will be informed whether the in-
formation furnished is adequate for the jobs requested, and will
be informed if additional work orders are required. Any additional
information required from the pilot plant will be furnished by 4:00
P.m., Wednesday. An estimate of the manpower required to do the work
will be made, and this estimate will include an allowance for some
unforeseen changes which are required each week.

3. One pipefitter will be available full time for routine maintenance
as directed by pilot plant personnel (not Mechanical Department
supervision).

L. The Area Engineer will transmit the information developed in these
meetings to the Senior Area Supervisor, and the Pilot Plant Engineer
will transmit the information to the Pilot Plant Section Chief.

5. By noon Friday, the Area Engineer will tell the Section Chief how
much of the requested work can be done during the following week,
and what manpower will be assigned.
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L.6.2 Procedure for High-Priority Construction and Maintenance

The following procedure will be used for high-priority changes or additions
which become necessary during the week.

l.

The Area Engineer will be notified of the change immediately. He will
be given the following information:

a. Description of the necessary change or addition.

b. The priority which the pilot plant assigns to the job.

c. The pilot plant estimate of the manpower required to do the job.
At this time, the Area Engineer will decide whether a new work order is
required.
Details (job list, sketches, etc.) will be transmitted to the Area Engineer
at the earliest possible time. Pilot plant personnel and the Area Engineer
will discuss these details with the crafts involved to determine if the
information is adequate.
The Area Engineer will inform the Senior Area Engineer of the changes or
additions if the required manpower is more than the manpower allotted for
changes during the week. If more manpower than was originally scheduled
is required to do both the changes and the regularly scheduled work, the
Area Engineer will inform the Section Chief whether or not this additional
manpower will be available.
There will be some occasions of an emergency or extremely high priority
nature when immediate service is required. On these occasions pilot plant
personnel will go directly to the proper craft foreman if the Area Engineer
is not immediately available to get the job done. The Area Engineer will
be advised of the action taken.



.7 Overtime

It is the policy of the Pilot Flant Section to keep the number of overtime hours
to a minimm consistent with efficient operations. However, when overtime is necess-
ary, the opportunity for overtime shall be kept as equally as practicable among the
operators. Overtime will be assigned only when it is reasonsbly certain that there
is sufficient and urgent work necessary to be done on overtime. Because the process
operations are semicontinuocus, it is not necessary that s standard crew of operators
be present at all times; therefore, overtime will not be granted simply because an
operator failed to report for work.

Shift supervisors should obtain an authorization to hold a man over for over-
time from the chief of operations or from the problem leader. If it is known b or
more hours before a shift changeover that overtime will be necessary, the shifi super-
visor on duty should request overtime. If it is not known until shift changeover
that overtime is necessary, the shift supervisor on whose shift the overtime will
occur should request overtime.

A weekly overtime list is issued each week and is posted on bulletin boards for
all interested parties to check.

An operator must work in the Pilot Plant Section 12 weeks before he is eligible
for overtime. All operators in the Pilot Plant Section are eligible for overtime
gfter the 3 months® probationary period.

Overtime will be offered to the lowest men on the overtime list, including those
on a long weekend, provided the man is familiar with the particular plant where the
overtime 1s required. It is the policy to use men regularly assigned to a specific
Plent for necessary overtime in that plant unless the work is such routine nature
that any experienced operator can handle the work.

Men who are offered overtime and turn it down will be charged for that overtime
on the overtime list unless: (a) The man involved is ill or there is serious ill-
ness in his family, (b) the man involved is on a long weekend, (c) +the man is
leaving on vacation.
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4.8 Protective Clothing

Protective clothing is furnished an employee by the Laboratory where there is
a likelihood that the employee's clothing may be contaminated. All persons working
in a pilot plant such as Thorex are furnished clothing. These persons include pilot
plant personnel, maintenance personnel, and visitors. The clothing issued includes
coveralls, caps, gloves, socks, shoes, lab coats, and shoe covers. The pilot plant
keeps a stock of clothing in the locker room, and each person withdraws clothing as
required. Contaminated clothing is placed in bags and is picked up by laundry em-~
ployees, and after the clothing is washed, it is returned to the pilot plant.

Two items of protective clothing, coveralls and gloves, require more attention
than any other. The most popular and serviceable coverall is cotton, although in
recent months coveralls made from synthetic fibers have been used. The synthetic
garments are more expensive, costing three times as much as cotton, but their life is
much longer.(ﬁé) Synthetic garments can withstand many more washings and show less
shrinkage than cotton. 195

Neoprene-coated gloves are usually worn by operation and maintenance personnel
in contaminated areas. Unless these persons are periodically reminded to try to
utilize the gloves as long as possible, the number of gloves purchased for a pilot
plant becomes unreasonable. Many times these persons will obtain 2 new pair of gloves
for each task, regardless of the condition of the glove. Since these gloves cost
about $0.50 a pair, and it is virtually impossible to get these persons to wear washed
used gloves, the Problem Leader should watch the purchase of gloves to keep the ex~
renditure at a reasonable level.



N e o o

L.9 Service Samples

Frequently, the operating group 1s requested to obtain process solution samples
for other groups. The volume of sample requested may vary from 1 ml to 10-20 liters,
and the solution may be anything from feed to recovered solvent. During Purex Pilot
Plant operation, approximstely fifteen special samples were taken during each run. A
significant portion of pilot plant operations labor was devoted to obtaining sample
bottles, shielded containers, and sampling over extended periods of time to prevent
overexposures and disturbance of columm equilibrium conditions.

In order that the pilot plant could best serve the Division research personncl,
the following procedure for obtaining samples was established:

1. All requests for samples were made by an informal note to the chief
of operations and a copy was sent to the process chemist.

2. Requests for chemical information concerning the sa.n;ples were made
to the process chemist.

3. VWhen requests were made at least & week in advance, the pilot plant
attempted to provide shielded containers for the samples., When less
than a week's notice was given, it was sometimes necessary that the
requester furnish the container.

k, Pilot plant sample containers were to be retwrned promptly so that
they could again be made available for other samples.

5. 3Because of a lack of facilities for returning radiocactive samples
to the process, the pilot plant would not take back unused samples.
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4,10 Training

4,10.1 Operator Training

Operating personnel should be given sufficient knowledge of their duties so
that they can do a satisfactory job. They should also be given knowledge of their
tools and materials so that they can use them intelligently. The training should be
simple and brief, preferably on a high school level, and as much demonstration ma-
terial as possible should be used. Three training techniques have been used in the
Pilot Plant Section: (1) formal group training, (2) informal shift training, and
(3) private counseling.

The first technique, formal group training, was conducted oz the day shift for
a period of two to three weeks prior to shift operation. In the morning, the opera-
tors assembled in a meeting room, and talks covering process chemistry and the chem~
ical flowsheet, process equipment and the equipment flowsheet, instrumentation, sam-
pling, operating procedures, safety, radiation, etc. were presented by technical per-
sonnel having an extensive knowledge of their subject. The operators took notes and
were given tests on the talks. In the afternoon the operators were assigned to plant
areas or to equipment units to study in detail the piping, construction, instrumen-
tation, and operation of the actual equipment. The operators also were required to
make sketches of the flowsheet and equipment arrangement, as well as of working parts
of pumps, filters, valves, etc. At the conclusion of the training period, the opera-
tors were tested and, in some programs, their notebooks were turned in for review.
This is a satisfactory type of training in that the operator is introduced to the pro-
cess quickly and with considerable detail. However, much of the information is soon
forgotten, particularly background information. Of course, the working knowledge
increases with experience.

The second phase of training was conducted on shifts by shift supervisors. A
series of training lessons was prepared by the chief of operations, and these lessons
were distributed to the shift supervisors ahead of time so that they could prepare
themselves to present the lesson to the operators. Each shift received a minimum
of one 15 to 30 minute lesson per week, which was given during a slack period on the
shift. The subjects were varied from general chemistry of the process to the detail-
ed operation of a specific piece of equipment. At the conclusion of each lesson, the
shift supervisor wrote an evaluation of the lesson for the operations leader, who
modified the lessons to improve their value or acceptance.

A third technique of operator training is private counseling, based on operator
evaluation by supervisors. A% about twelve-month intervals, all supervisory personnel
evaluate the operators in their group. The operations leader and assistant evaluate
all operators in the group, while the shift supervisors evaluate the operators on their
shift. The evaluation is done in a formal manner; each evaluator is given a set of
instructions (Fig. 4-15) and printed forms for each operator to be evaluated (Figs.
4-16, 17, and 18). After all operators have been evaluated, the Problem Leader makes
a composite of all operator ratings on a single sheet and places the operators' ini-
tials over each mark. A sheet is prepared for each operator, showing all ratings on
the sheet but the initials of only one operator. In this manner, each operator can
be shown how he compares to all others in the group. The operator progress form and
rater comment form is also combined. With these forms as a basis for discussion,
the Problem Leader can counsel each operator, pointing out his strong points as well
as his weaknesses, and offer constructive advice for improvement. This technique
has been well-received by the operators in several programs and has been very bene-
ficial in improving the work habits and traits of many operators.
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Instructionsi-for-Filling Out

Operator Evaluation Forms

Three forms are to be completed by the rater; they are titled: Operator
Evalustion Form (Fig. 4-16), Operator Progress Form (Fig. 4-1T), and Rater Comm-
ent Form (Fig. 4-18). The Operator Evalustion Form lists 11 specific qualities
on which each operator should be evaluated. On the Operator Progress Form the
-rater lists the name of each individual whom he has rated and indicates whether
the individual has or has not made progress. The Rater Comment Form is supplied
for the rater to write his comments in a statement of 100-300 words on the per-
formance of each operstor.

Operator Evaluation Form. It is recommended thet the rater take each quality,
one at a time, and judge the entire group he is rating on the basis of this one
quality. The neme of each operator should be writiten on individual pieces of
Paper. For example, in rating 20 people, he would have 20 sheets of paper, each
with a single name. Then the rater would look at the quality (one of the 11) and
carefully consider who is the best of this group and place his name on top. In
1like manner, the one who rates the lowest of this group on this particular quality
would be put last. The rater would proceed in this manner until the entire group
1s arranged from best to the poorest. He may rearrange the order several times
before he is satisfied. This is time consuming, but unless the rater takes care
in this effort, the individual may not be judged fairly.

One thing to be on the look-out for is the so-called "halo effect.” People
with experience in this field find it difficult to rate a person in the correct
Dlace because of an outstanding characteristic the person being rated may have.
The result is that the rater will give high standings on all qualities. In like
monner, the situation can be reversed, if, in the rater's opinion, the man has
an outstanding fault which tends to cause lower ratings on all qualities. Another
obstacle to overcome in giving a fair rating is the rater's remembrance of one
specific instance of trouble between himself and the operator. This is the type
of situatlion a rater must leave behind and is to be distinguished from a recurring
fault. A third obstacle the rater has to overcome is & particular characteristic
he himself admires in a worker, since this will also prejudice his rating.

It should be pointed out that there is no spacing between each grade of a
particular quality on the Operator Evaluation Form. After the names of the group
have béen arranged in order from the poorest to the best on one of the 11 qualities,
Operator Evaluation Form is marked, using each operator's initials to identify
 his mark. For example, suppose five people are being rated, with the initials
ISM, IRN, TES, RPB, aend IEJ,on the qualities of operating technique, and, for sim-
pllicity of example, the first one (ISM) is best and the last one (LEJ) is poorest.
The rater must choose where LEJ (the poorest) fits on the entire line of operating ~
technique. He would put a mark with the initials elther at the beginning of the
grade line (slow, clumsy, or inept), or the middle, or the end of this grade line,
or perhaps even at the beginning of the grade line (good technique), depending
on where in his opinion the poorest man fits on this specific quality only. He
should then decide where on the line the best (ISM) fits, place the mark with
initials, and then asrrange the remaining three where they fit between the two
extremes. Thils system of arrangement of initials snd marks should be followed
for each of the 11 qualities.
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Fig. 4-15 (Cont'd)

For further clarity, suppose 10 men are being rated. The rater should pre-
pare 10 slips of paper, each with a name on it. These names should be arranged
in the order of poorest to best for the first of the 11l qualities., After each
satisfactory arrangement for one quality, the rater should transfer this informa-
tion to the Operator Evaluation Form by employing a merk with the correct initials
Pfor each operator. This would result in 11 arrangements of the 10 men and the
transfer of these 11 arrangements by initials to the Operator Evaluation Form.

Operator Progress Form. The final marking is to place on the Operator Progress
Form (individual copy for each man) and not on the Operator Evaluation Form each
man's initials under one of three headings: Has Improved, Has Gone Back, or Little
or no Improvement. This is to be done for each man and for each quality since
the last rating. This is also a sliding scale.

The rater obviously cannot f£ill in the Operator Progress Form unless he has
previously rated the same group of men. This Operator Progress Form is provided
in order for the rater to have more space for his markings.

Rater Comment Form. The rater is asked to comment on the performance of each
operator in a statement of 100-300 words. The following should be included:

a. Good points of the operator as the rater sees them.

b. Main weakness or weaknesses of the operator.

c. Anything else that the rater thinks is pertiment; that is, anything
else that might help in the personal dewvelopment of the operator,
or any statement that might increase the morale of the operator.

This Rater Comment Form normally will be shown to the operator at the same
time that the Operator Evaluation Form, combined with the Operator Progress Form,
is shown to him. For this reason, its language should be kind and sympathetic.

To be completely fair and honest with the operator, however, the statement must
reflect the whole truth.

Disposal of Forms

The Operator Evaluation Form and the Operator Progress PForm are now delivered
to the Section Chief, who has the following work done:
a. The marks (but not the initials) are transferred to a multilith
mat of the Operator Evaluation Form.
b. The mat is reproduced, a copy being obtained for each man rated
plus several extra copies.
c. Each operator's name is placed on a separate copy, and his ratings
are identified by a red check. On the basis of the Operator Progress
Form, the appropriate check is made under "Has Improved," "Has Gone
Back," or "Little or No Improvement," on the Operator Evaluation Form.
d. On some occasions, it will be desirable to show an operator only
his rating and not a comparison of his ratings with all other opera-
tors. In this case, a separate form showing only the one operator's
rating will be prepared.
The Rater Comment Form in most cases will also be dlscussed with the operator
at the same time.
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QUALITY
Curiosity
Industry and Initiative
Judgment
Alertness
Quality of Work
Ability to Learm
Cooperation
Operating Technique

Comprehension of
Operating Technique

Acceptance of
Constructive Criticism

Reliability
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Fig. 4-17

OPERATCR

CHEMICAL, TECHNOLOGY DIVISION

Pilot Plant Section

OPERATCR PROGRESS FORM

LITTLE R
HAS GONE BACK NO IMPROVEMENT

HAS IMPROVED

DATE
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Fig. 418

CHEMICAL TECENOLOGY DIVISION

Pilot Plant Section |

RATER COMMENT FORM

NAME : DATE . _RATED BY . ::.. .

Hlease comment on the performence of each operator in a statement of 100-300 vordse
PLEASE read the separate instruction sheet before completing this form.

P e G T T N v s g e e e ———— T Y
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4,10.2 Training a Data Analyst

Training a data analyst may require 12 to 18 months and may be conveniently
divided into four steps. The first step is an indoctrination period lasting about
a month. Following this, the analyst should be given limited assignments lasting
from three to six months, depending upon the problem and the individual. After the
data analyst demonstrates that he can handle limited assignments, he should be assign-
ed one phase of the process, being completely responsible for everything done in the
process that relates to this phase. Finally, the data analyst should prepare himself
to organize and administer a data group. This preparation may require six months to
one year of experience. The amount of time that a data analyst spends on each step
will depend to some extent on the individusl and to a somevwhat greater extent on his
technical background.

In the orientation step, the analyst should become familiar with the process
background. The objectives, as well as the scope and limitations of the process,
should be thoroughly understood by the analyst. This can best be obtained by read-
ing reports that were issued during laboratory development of the process. Also help-
ful will be conferences with members of the organization who are familiar with the
process. The analyst should study process and equipment flowsheets, and should be-
come familiar with the assembled plant. Soon after becoming a member of a data group,
the data analyst should become familiar with the type of data that is required to
control and evaluate the process being considered. At the same time, the value and
validity of each type of data will become familiar to him. The orientation period
also includes a study of the method of keeping up-to-date records of data, such as
production, losses, decontaminagtion factors, source and fissionable materials inven-
tories, etc.

The second step of training, that of limited assignments, should consist of
a period in which the analyst is responsible for assembling, tabulating, and organ-
izing data, and, with the help of an experienced person, evaluating the data.

The third phase in the training of an analyst, that of assuming responsibility
for one phase of a process, should be divided into two periods: <first, the analyst
assenbles, organizes, and evaluates data, and second, writes sections of the report
pertaining to these data.

The fourth step, that of responsibility for the organization and administra-
tion of a data group, may be divided into four parts. First, the analyst should learn
to organize records by establishing simple standard accounting procedures. The pro-
cess should be broken down into logical steps, and the individual steps divided into
groups of operations that involve sections of the plant. The data analyst should be
aware of the necessity for keeping account of every quantity of material entering the
plant, which must be accounted for at each step in process. He should design simple
and straightforward reporiting forms which will enable the tabulators to keep adequate
records. Second, he should learn to organize personnel assigned to a data group.

He should assign specific responsibilities to individuals in the group according to
the talents and backgrounds of individuals in the group. He should strive to broaden
the knowledge of the group by a continuing training program and allowing the individ-
ual to exchange responsibilities, so that when a personnel loss or turnover occurs the
group will continue to function adequately. Third, the data analyst should learn to
organize, write, and publish run summaries and all other types of reports issued by

a data section. Fourth, he should learn to establish sampling requirements for a
program and to maintain c¢lose liaison with the analytical laboratory and other groups.
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%.10.3 Evaluation of Technical Personnel

The Chief of the Pilot FPlapt Section had for some time counseled junior tech-
nical persomnel, helping them to develop their full potential as an engineer. As
the location of pilot plants operated by the Section spremd out to several build-
ings, it became increasingly more difficult to counsel the junior technical per-
sonnel based on actual job performence. To assist the Section Chief, a Technical
Persomnel Evaluation Form was constructed. This form (Fig. 419, 20} provides
a means for problem leaders to transmit to the Section Chief their evaluastions of
the technical people under their supervision.

It should be emphasized that this evaluation form is not used for merit rating;
it is used solely by the Section Chief for private discussion with the individual
evaluated. The completed evaluation form is confidential to the Section Chief, the
evalugtor, and the person evaluated.
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Fig., 4-19
Instructions for Completing Technical Personnel Evaluation Form

INTRODUCTION

You are being requested to evaluate technical personnel with whom you have been closely
associcted for some time. It cannot be overemphasized that your evaluation should be written
only after very careful consideration of the individual and comparison of the individual to others
with about the same training and experience. Obviously, your comments are expected to reflect
your professional integrity, stature, and judgment,

There are three main parts to this evaluation form. Part A, Specific Evaluations, consists of
thirteen factors that relate to the engineer’s traits and promotion potential, Each factor is de-
fined in four degrees, and should you place a mark in one of the two starred (*) columns, you are
requested to justify your evaluation in the space immediately following Part A,

Part B, Job Performance, consists of ten pilot plant jobs and five degrees of performance,
Normally, the engineer can be rated in one of the ten jobs; however, if this is not possible, a
space is provided for rating the individual under *‘special assignment.’

Part C, Over-All Comparison, provides an opportunity to compare this engineer to others that
you know with about the same background and experience, Also, you are to write in each of the
five spaces provided the number of engineers that you have designated in each category.

Following Parts B and C, you are to write the outstanding characteristics and any weaknesses
that the engineer has that seriously affect his job performance.

Finally, sign your name to the form, date it, and state the period in which your evaluation is

based.

Use one form for each engineer that you are rating.

Part A

In Part A, Specific Evaluations, you are to indicate by a mark (y/) the exact position on the
scale at which you feel the engineer has exhibited each of thirteen traits or characteristics. Use
the entire length of the scale, ignoring the vertical lines.

It is best to rate all engineers on a single characteristic, in this case beginning with *‘Knowl-
edge of Field,”’ before going to the second characteristic, Classify the engineers that you are
rating into as many groups as necessary so that each group represents about the same training
and background. Then sort each group, beginning with whom in your opinion exhibits the highest
degree of attainment, the next highest, and so on until the lowest. You should now have a com-
parison of each person being rated relative to the whole group that you are rating, After you have
done this, carefully consider each man’s position on the scale, and on each individual form,
place a mark on the scale representing that position.

Continue in this manner until you have completed Part A,

Should you rate any person at the top or bottom parts of the scale, as indicated by starred (*)
columns, you are to write specifically what factors were considered to justify your evaluation,
Space for your writing has been provided ot the bottom of Part A,

Part B

In Part B, you are to evaluate each engineer on job performance in possibly one or more usual
pilot plant jobs. Ten jobs are listed with five degrees of performance. As in Part A, the entire
scale is to be used; the vertical lines are to be ignored. If one of the ten titles does not describe
the job, use the title *‘Special Assignment’’ and describe the assignment in the space provided
immediately following the scales.

If you have not observed the engineer in the jobs described, place a check mark in the column
titled ‘“Not Observed."’
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Fig. 4~19(contd.)

Part C

Part C provides a scale for designating how you compare the engineer with other engineers
you know having about the same training and experience. Mark on line (a) your evaluation in the
exact position that represents your evaluation,

On line (b) write in the number of engineers that you have designated in each category of
line (a). For example, if you are evaluating 10 engineers, you may have evaluated one as being
‘‘one of the few highly outstanding engineers | know,” and thus, you would write the numeral 1
under the column with the quoted title. The other 9 engineers would be distributed under the
remaining four categories. The sum of the numbers on line (b) should equal the number of persons
you are evaluating,

Immediately following Part C, you are to write your appraisal of any outstanding character-
istics and any wecdknesses which seriously affect the job performance by the engineer. Your
comments should be concise and concrete and should cite specific examples to bear out your
appraisal.

Signing the Evaluation Form

Each form should be dated and signed. Also, you are requested to fill in the time period,
month and year beginning and month and year ending, on which your evaluation is based.

After completing the forms, you should return them to the Section Chief.
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4,11 Waste Storage and Disposal Services

As long as waste is in a pilot plant, it is the responsibility of the Pilot
Plant Section to handle it properly and to make certain that it is delivered to the
proper drain. After waste leaves the pilot plant, it is the responsibility of the
Operations Division to make certain that it reaches the proper destination. To clar-
ify the details of these responsibilities, they are listed as follows:

4,11.1 Pilot Plant Section Responsibilities

1. To notify the Operations Division when waste of a certain type and quan-
tity is ready to be sent from the plant. The pilot plant should recomm-
end place of storage or disposal, giving full details of composition and
activity level and any unusual conditions concerning it. ‘

2. To deliver the waste to the proper drain in the building after the Opera-~
tions Division has notified the pilot plant that the tank farm valves are
set to the proper destination.

3. To notify the Operations Division when all the waste has been delivered
to the pilot plant drain.

k,11.2 Operations Division Responsibilities

1. To set the tank farm valves to deliver the waste to the destination recomm-
ended by the pilot plant, unless this choice of destination conflicts with
Isboratory waste disposal policy.

2. To close all valves after each waste transfer is complete.

3. To monitor waste by keeping a record of its volume and of radiocactivity
discharged to White QOak Creek.
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